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.. : ‘ | © SCHOOL_CLIMATE , o .

Teachlng Procedures o

PRE- MODULE MATERIALS: $ Prior to this module presentation, partlclpants will
recelve-a set of readlngs introducing, or refamlliarlz ng the reader with
the é%ncept of 3chool climate, (Handouts #12 13, lh) On the basis of

L these readings, participants will be asked to formulate their own definitlons ‘o
of school climate and to be prepared at the beginning pf the module to '
» share their definitions with the group. These prelimipary materials. T
should be vlewedwas the module's foundation for exband;ng the partitipant's «

. ' uhderstanding of school climate theory, its re%ationsh p to'chanée and

“decision making, and™for exploring thé&ir Individual p0'ent|af for Influencing ’

the school endjronment. Handout #2 should also be givéan to the partlclpantg
to ,consiae% the ( ‘

with the reddings so that they may have the opportunity

concepts presented while dolﬁb'thelr readings.

%R v

LY

. INTRODUCT ION AND GREETINGS - PRIOR ?GLQRESENTATION

. s 4
. o A. Instructor introduces self and occupation. N : /
B. Have partlcipants Introduce self also.  (Note: ]nstructor may ok ,
X o wish to implement a getting- 'to~know- you type o activity/game.) ’
) C. Briefly explain the general p rposes and content of the deule ,
l. Use-Handout #1 for this/Cctlvity .
2. Discuss -the competencles and the nature of \the informatlon '
. contained in the module.” - '
al COMPETENCY I - TO-DEVEEZP AN UNDERSTANDING OF THE CONCEPT OF SCHOOL
v . CLIMATE, IOENTIFY ITS COMPONENTS AND ANALYZE ITS RELATI\ONSHIP TO .
EDUCATIONAL GOALS :

A. Explain the objectives r this competency using Handaut #J.iﬁ

¢

B. Objective 1. : o _ ' \
1. On index eards, ask participants to jot down thelr deflnltuon \

of school cllmate based on their readings.’ Have another \

participant pln the card to ‘their backs. ,
. .2, Have particlpants circulate among themselves, readlng each

other's definition. j. _'




s b.
o LN w i ;est of the partlcibants.l )
kd . L, Refer partlcapants to Handout #2 anq,ask for volunteers to
' reaﬁ’ihe .Following concepts one at a time and provide
v opportunities for discussion.
s %@g a. The term,school climate has been uséd'interehangeably
R ﬁgg' with '"milieu'", "environment'",
©b. School cllmite describes the Interaction between an -
. enyiroment, and its occupants.
' S chbol climate is the sum total of all
» s between norms, traditions, é;cjs[bn'maklng*stylesnand
) | processes, materials and -program resources.and the
. . relationship between the qcsupants qnd their environment.
: d.  school climate Is a perception held by the schoo .
members which in turn affects their behavlor and thelr
feellngs about their. environment. ' _ |
1 e " Unlike cplture, school climate Is a relatively endurlng
- o ’ \ - set of quallties which carr be modified, changed or
. g‘ improved threpugh careful enelysle, earnest pommitment
. an%pdellberate stratei;»\ T

a.

After all the cards have been read, have participants

select the lndlvidual(s) whose definition Is most
. . & .

" simllar to thelrs.

s definition that is ag;eeablp.

‘large group:

Emphaslze that the partlclpants shosld clarify their
. definition wlth one(%nother and come up with a joint

It. is suggested that throughout the rest oﬁ-the module
individuals with'similar definitions be partners for

ey

‘the other actiivities.

g

LT

Ask participants why they think they vere asked tg

5

come up with thelr. own definltton of school cllmate.

Revlew their reasons, stresykng the importance of

working through a persona} deflnltlon as opposed to

simply accepting some authority's viewpoint.,

Have each pair or group share their definition withithe .-~

o

and ''ecology''.

\

' \
interactions

4
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‘ B. Objective 2a .- | o - ' . -’
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~concépt of school- climate means, ask them to construct a

Now that the participants have a clearer sense of what the "¢

mode! of school climate. (Note to faciiitzpdr*' {f the group
consists of 3 or i/?s participants, have t entire group
construct one model. M “there are mone than 8 participants, b

".. have them form groups of 3 or more or pair them off to .o . .

deveiop indivigdual modeis. Those participants with simniar

definitions of .school climate should be considered to form

3

groups for this activity.)

Provide the following expianatjon:‘ ‘
"In this activ(ty, create a pictorial*representation con-
céptuaLJzing your definition of schodl climate. The purpose

bf this exercise i's to enable you to explore more deeply the

dynamics of school climate, clarify your values and needs,

examine your’ peroeptlons and discover your sphere of influence

as these pertain to the roles you carry out in your schoois., ’
A second purpose‘of the exercise is to help you move from

your;definitJOn of climate to concaotuaiizing it-by creati&g i
a model: It is |mportant that as a group you develop your . ‘
own‘pictorai representaiion of school cilmate because improve-

ments or changes made ifh a school are oniy as dffective as o

the problems idﬁpiified and crlteria established. Because

school climate is a perception held by members, it can lead _
to satisfylng changes only if the perceptions of members are - ' .,
taken intonaccount. While mode | building is usually . .
associated with theorists In education, teachers and egminii-
trators often rely on self~created models of learning, human
interaction an&'manageMent plans in carrying out their daily’

responsibiiltles. This is more easily sgen when one thinks

.of a modei as avdescription;of a process for obtaining or _

. o ¢
transmittiqp'“ forﬁation forfpurpgses of decision making

and facilitat ng change. .As each conﬁonbnt of the model is
be dispiayed Q’Xphicaiiy so that at the

created it wii
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conclusion, a complete plctoral repnesehtatIOn of the mode|
witl be presented. First of all, we wifl begin by deciding

. what goals or expectatlons,you.have for a healthy. school

climate which Is demonstrated through the behavior ‘and: 'wJ'
attitudes of students, teachers, adminlstrators, support
personnél and others afflllated with the sch001 These are .

‘measures of school climate’, signals of organizational health

or disease.' o
Solicit responses by asking the following types of questions:
a. "In a hed@khy school iivlroment, how would school

. members feel? Think? Be able to do?" ;

b. "In your school experience, when did students (teachers,

admlnlstrators, parents,.etc.) feel good? /Bad?'l
c. '"What would be an example of a person doing or saying,
something at your school that you disliked? Liked?

+

What did that person's behayior or language really say
to you?' f{ ‘ )

As the participants respond, jot down ghelf statements on

chalkboard. Allow.aporoximately 15-20 minutes for ‘this e

activity. ‘ " '

After the participants have copsulted ﬁﬁth their partners or

,group,'ask them how to sefect those specific outcomes ‘which

they personally believe should,bé'the result of a healthy
. | R

school climate. ‘ L
Have participants graph outcomes using only one-third of a
sheet for' now,
a. . As the instructor 6f this module, use Transparency #1 » .
' as, an example to lllustrate the first component of the .
. model. .
b, Distribute 12 x,18 sheets of paper, colored pens and
allow approximately 10~15 mlnutes for this. part of the v
activity. . ’ "' l ' Ca \
Then have each group share and explain the first component
of thel} modelt8~the rest of the “group.
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C.

Objective 2b e ' R f&

"c.  Acceptance and friendship needs froonthe(;atudents,

Present Tnan:parency #2 (Masiow's'Hierachy of Needs) . C
Preseat the followifg mini-lecture based on’ the hierarchy:
'""According to Abraham Maslow, there exists basic human”
needs arranged ina hierarchy Beginning at the bottom
the need at‘each level must ‘be met beforei the indivédual - .
can proceed tb the next level. The-following “I's Robert- . -
Fox's translatibn of Maslow's Aierarchy in terms of essential
needs of members in a~;ehool‘enviroment. K .
a} Physiological needs for involvement in learning These <
involve the school's physical plant including heat,
Pight, safety/from hazards such as fire, and relathElyﬂ'
uncrowded conditions. . -
b.i Safety needs pertain to security from physical and
psychqlogical abuse or assault from pthers in or around

S

the school.

L]

teachers, staff and administrators. -

d. Achlevement and recognition needs in reggard to one's
' b .

endeavors. = - « . .
.l N - \ o .
e. Needs to maximize one's potential or to achieve at the ' N
highest possible leyel.')  ~ N j

Ask the following questions:

a. ''Do the ¢limate outcomes listed on your model meet the
basic needs of all members of the school? If nat, what,
can be done to’ meet everyone's needs?'!

b. !'"Can anyone give an example of a situation where a
physiological need waa not met for any school member | ' :
and its consequences and remedy? Safety needs?

Achievement and recognition needs?' ' o ‘ -

Refer participants to Handout #3 (Climate outcomes) and - .

briifly discuss list, adding that these are additional gut- |

comes they may want to conﬁer. . " .
. s ”» -
' J -
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a. - Allow the partlclpants to adjust or modify the outcome

> c0mponent of thelr models if they wish to, o e |

b»  Reinforce the.idea that a healthy school enviroment
adapts In order to accomodate the wide range of needs

demongtﬁeted by teachers, stddents, administrators,

D. Objective 2c-
. ~ Ask participants to refer to Handout #4 (Clim&te determinants)

and Introduce the idea that climate outcomes evolve from; and

L}

their absence or presence is dependent ‘on the practices,’
programs ‘and material/physlcal resources | involved in speclfic

school operations. Because these determine the quality 9f

) -

*

school climate, they are labeled determinpnts.

2. Have volunteers fead statements under each determlnant

grouping, soifcit, any, additlonalfs;atemehts participants ;.¢~’/

may perceive as determinants.

" 3. Have participants use the next one third sheet and graphlcally
feb{esent those determinants they feel would influencé the
goals -and objeetives they have selected for their school

L} * climate model. . ' ) { -

N /.
4. Use Transparency.#3 and allow approximately 30 minutes for .

this agtivity. E{
. "COMPETENCY 1| - TO DEVELOP AN AWARENESS "OF ONE'S LEVEL OF INFLU Cg

‘B, Objective 1.

. o - ’ ~ .. . ° )
.7 . | T8
7. . ‘ . . .
, ‘ .
1 4

THE CAPACITY TO EFFECT CHANGE, AND THE RELATIONSHIP OF OTHERS' LEVEL
OF INFLUENCE. * | T
A. Explain the objectives for this'competehcy using Handout #1.

.

—be 4

l. Present the following mini lecture: ''Too of ten there is a
| tendency to view all decision making for schools at the
state, district or principal level only\. Influence, or
decision making power has multiple levels or spheres, each
 capable of effecting ?hange within that sphere or level_and.
causing change throlghout the system.'

2. Present Traqspéfency #l and explain timt eaqh‘contlgept

. ” 5 * N \ ' Y "
. .

other personnel, and the community. = -
i, ‘

- e

<




\ . . .. , . . | . . "- . . . 7 ,
. ’ * } ’ . ' r By ’A.
. *holds an equal share of the decision making poWer, that is, _ _
: LI potentially shares eqdal influence over the school LeaVe 1. | '
L . the Transparency on for the next actnvnty ' ”v

. c. Ob_lecfive' 2a. ' : Ce
g’ l Present Handout '#5a/5b and have partlclpants pair up to solve

, % 7 problems. Exflain that the purpose of the activity is to NP
develop the understanding-that each school member's role
N C & exerts an amount of influence on the school -and is dependent N
upon one's level area“and situathn. Therefore Wlthln
th/her own sphere, each school member has the capacity to | j .
L make changes, improve or influence the school enviroment.
| %.h Have partlclpants redstribute the slices of pie fOr
¥y a 4%ach statement using Hagdout #5b.. )
1 c. Allod‘approxumately 15~20 minutes to resolve problems. |
. ‘ d. . Have a discussion on the results of the activity.
2. Discuss the concept of’ partial decision making in ghe follow-
| ing manner ~“Not all decision are the result of explicit R
. / : «-directives, commands or mandates, nor are dec|3|ons one- - . -
dimensuonal Sometimes several decision occur within one .
decislon maklng‘event., In the ex#ﬁple.of special educatlon ) ' 5
. students eating lunch with regular education students,
suppose the final decnsron was made by .the principal. The.-
manner in which each teacher |nterprets and carries out L
‘that -decision,* however, influences the Sutcome of the
‘principal's decision. One teacher.may actively’place ®ach
’ ) of her regular educatfon students in a group on- the opposlte

end from the'Special education ‘students. 'This is a dlfferent

decisjon within a decision maklng context. " <A 40‘
, a. Pment T.ransparency #6 QDecisJ,on. making matrix) and . \
E . - explain the matrix in the foltowing mamner: '‘Thts
‘ S " matrix will elaborate on the idea of partial decision .
¢ . . making and influence levels. Functions on tha matrix N B

| ‘are representatlons of decision making areas and roles

‘.- ")\ . L are the primary reSponsnbillty school memBers assume. on

’ ' .

. a dally basis." | .
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b. . Pass out Handout #6 (Kinds of influence) ard explain

that this Is o list of each kind or type of lnfiuence

that can be observed to exist on-,a role when performlné

a function, Revlew each., *. .
»  ¢c. Using the declsioo, HA computer program wlll be lmple*’
' menteqyjdr all children in thls school. ”, ask partici-“'

o | pants to assist at filling.in the matrix egplalnlng
; each tlme that a role and function are identified within
, a particular'type of inflyence.

. d.. As the lnstructor of this module, wr|te ‘In the partici=
pant's responses onto the tranSparency using water
soluble pens /

Objecﬂlve 2 - ' ) _ \

i ./Introduce the idea of social groups within an organjzgtlon by

) ’ . '
using Transparency #6 and Handout “#7. .

2. Explain that identifying the four ‘types of individuals and

allying the'appropriate ones may facilitate and promote

changes wlthin the school environment.
b}

N

a. The instructor may want to have volunteers read the
¢ handout passages ' .

b. Allow tlme for discussions. >

3. Ask partic?pants'what they beljeve are some reasons.why o
Individuals act, think and make décisions the way they. do.
Some reasoné»may be: Tradition and past experiences; -
values and bias; and personal qualities and skills.

v}lmportant to be sensitive to an individual's point of view

éspéclafly when plans to initiate change; are being formu-
lated and resistance from these individuals may occur.

5. Using the idea of decision maang, power and authority, -

and factors influencing the ?ry in which an “individual

i

reaches a decision, have part

component of ﬁh{ii_model.

\'\

cipants .include the third
RN .

k. List their responses on the chalkboard and explain that it 1s




{ + - 14
‘ | B a. UeefTrans‘parencY #7 as e;n ‘example. s o o ‘ .
| J b.  Make sure particlpants know that all three components_ ‘ ~ o

should,be refated in some way to each other.

- c.. I f space is avallable on the wall, have each group .
TA S - dlsplay thelr models., Ajlow each‘group.to explerg

- their model tolthe ‘rest of the pgrticipants.
IV. COMPETENCY |I| =~ TO DEVELOP AN'AWARENESS‘OF SCHOOL CLIMATE AT'THEIR
’ INDIVIDUAL SCHOOLS AND UTILIZE A SYSTEMATIC STRATEGY FOR EFFECTING ) : 1

CHANGE. S - - * o L r
_\: ‘A. . Explain the obJectives for this competency using Handout #l

B. Objéctive . | | . IR

| ¢ . . '
; 1. Explain ‘the followlng~activity'in this manner:
| “In this activity, you wlll be individually, measurlng the . -

quality of the school climate at your® school by ‘means of the . f
CFK 1td., School Climate Scale devise by R. FOox and his

_ ) aSSOCIateS. Fox followed the same pr ess as you did in this =
‘ | module by developing a model of school climate._ In add:tion,
' Fox devlsed a series of times organize in a questlonnalre
> ‘ form to test the model by applylng it to actual school envi- °
ronments. The scale Fox developed will be used to test the
. school climate as you perceive it of Jyour, school, The ‘
_ . results of the ;cale‘wlll be used'to belp formulate an action/

plan for improying the school enviroment in“which you work."

2. Refer participants to Handout #8 (School Climate Scale).' - ' _

3. ContTnue with explanation: scale should" take about

25 minutes to complete. e scale is divided lnto ‘sections | | -
- and each statement within each section Is responded to twice,
once for "how thnngs are,'' and once for Ihow things should be.''

Each statement should be answered twice and no- statement left

~ unanswered. The-boxes‘infthe'scoring column should be Ieft
. ‘'blank until.scoring time." - . - |
by, Allow participants 25-30 minutes tQ complete the scale® ' ‘
‘" , . 5. Use the following procedure for sgoring: | ) '
) . \' ar , " - . '

Q \ ‘ . ", '.' B : .. v ) v 11 S
’ . v




c.

.

-2_- :

7,categories_oVer which they beifeve'they have some influance.

-

12

a.‘;'Compute.the Sum of ratings for\each'category..
A\

¢

©

-

are 5 items per category, the maximum score ‘could be

.20, the minimum: score would be ''5'.

g

. ‘

b. Write thts score in the box provided after item 5 in

. each category, both for ''what is' and ''what couid be.'
.c. For each category subtract ‘the “what is” score from the
. “what could be' score. to get a sense of categorues wi.th

the greatest discrepancx between-actuai and ideai school

_ciimate factors.

d. To determjne an overall sense of your perceptions’ of

the sehool's. cilmate, total all '"what is'" scores from

Wk

&~

aii categories, all’ ”what‘shouid be'! scores from ail

Objective 2.,

4

3

[

, . : g
After scorihg and dlscusS|ng ‘the scaie, participants should

?

a

“categories and subtract for the discrepanéy score.

?,c

’
<

rank by |mportance those categoﬁies from ‘the scale. The

magnltude and order of importance should be dependent upon.'

“(a) the individual's own vaidesaas elucidated through

Tearlier module activitles, (b) the individuai's sense of

what is,critical to Improving his/her school environment

and (c) 'the magnitude of discrepancy betWeen ”what is“ and

"'what should be'' as revealed by the scoring.

Then from these ask them to select one in which they have'a”

v

LK
S

2

'

Next, have.participants check those factors and determinantif

Since there

~

»

persgnal interest and for Which they would be wiiiing to piay

the role of “change agent”

Once 9“ area for targeting

change has been seiected participants shouid review the
(a) "'Can | affect this change? How? To what

.following:

extent?“

(b) “Cen | determine if others .feel the way' 1, do‘

about this fssue?", and (c) ""Can I enlist others’to heip

impiement this change?''

. Instructor s Note: -

Participants who choose. ‘to wqu on

generai climate factors categorbes will need tp examine

a

N i

) which determlnants are affectlng this situatlon..

Those

~




chqosing detenninants categorles will'ned‘ to determine _
. . which faqtors are affedgbd by the determinant’ categories.
R S - b, Intnoduce Eke ""Problem
C S - '#ﬂ and Handout #9.
' ' a: Step | = ldentifying the Problem.

olving Sequence“ uslng Transparency

\ 4

1) Ask partlclpants to generate muLtlple problem
e ' stZtements that are as concrete as possible. For °
o ' example, if a participant chooses '"opportunity.
 for input" as a™ishould be'' and as a’perceived
,.problem area, some annropriatb statements miéht be: ' -
- : o | (a) “SpecTal education studen?E are not allowe?’to .
’ | choose their. lunch companlons.“' (b) '"Engli‘sh
- teachers are umable .to select the textbooks they "
* . ~ - use in their classes.', and (c) "Students °
never get the opportunlty'to choose which teachers B
the want to work with," B
: . 2) Stress that the most effective prob1ern s-tai:ements
| are references to éctual instances observed or
. encountered on their indibidunl-cémpuses. Partici-
nants shonld determine if the(problem statement . ,
, ' } -they choose is based on obseryagion;'reliable or
unreliable inferences.
_ 3) Allow participants to formulate problem statements ,
‘.‘~ of thelr choosing based on their school sltuatlon '
SN ; uilng yandout #10a, (Stem 1 -- Identifying Probiems), \<

<, Lo - Ask for volunteers to share. b

4)  Instructor's note: Participants who ‘choosé’ deter=- _gq# ﬁw
. - minants rather than climate factorﬁ’will need to ;qulvg
consider the impact made on One or more c}iméte'
‘factors. Those choosing a general cllmate factor . .
oo o | will need. to determine prdblemwStatements ne?érring

to as many of the detenmlnants affectlng the tleate . “Nw -

. - factors. L .

2 » 3 s
. - - ¢ o . -
v LN ‘
. . . f
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b. Step 2 - Analyzing the Problem. - ' 0N .

1) Have participants refer to Handout #10a (Step‘2'-

el Step 3 - Generating MJ'kiple Solutions

o H

2)

K

Fawce Field Analysls) and present the followlng mlnl-
lecture: ''The concept of force fleld analysfs is an
analytical method based on the theory of confllcting/ /"
forces, which facilitates or restrains. ansorganizatidn' s
present state of affairs. _In this theory, it s held
that a predbnt_sltuatfon rema!ns stable by two sets

. ‘ . ren ¢ . ) \(:>-
of pppoging forces. The resis;ingtfbrces work L
against change, the driving forces for chynge

Forces can be people, flnances, external factors,

_psychological or lnterpersonal factors. The goal. of o

force f\\Td analys{s is to,discover those factors

which can‘reduce or eliminate resisting for 1 N

Instruct the particjpants to analyze their p lem

statements and do’the following on Handout #10a - |

(Step 2) allowing approximately 10-20 minutes. ' »,,.-

a) Ligt all the factors (driving forces) whicn\godld )
facilitate change. e

. : Ny N

b) List all of tx restraints (driving forces) (Yl
inhibiting chdfge. BRNY 3

c¢) Rank the res’éalning forces in order of their (// //

dominance. P N v -
d) Underline the d¥iving forces which mjgihelp“to

eliminate the resisting forces. f
e) Rank &ach for solvability. R C

Have partlcipan;}mbralnsform ways to reduce the -t

strengfh of eachfmajor resistihg force and to {f

Increase the strength of driving forces. . Ao
Because of the utilization of others concerned with |

.simllar problems it Is crucial for creative bratn~

storming, allow participants to circulate among

~ other members of the'_“g_rg‘up to assist them wlth . o .
.- generating 'd°°§g : g \ ¥ : g
Allow partlclpants 10 jot ldeas on Haﬂdput #IOb

(Stop 3). T - o
AN R A
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Step 4.~ Planning for Action ﬁi- b
ol

1

2)

Step

v - 4

. _ _ S /
. i . ~

-

Hgﬂ@\partlclpants do the following with their
_Individual problems on Handout #10b (Step h).
az cthse the best Ideas.

..

b) Choose the best people to expedltq,the actlon

plan

¢) List maéerlals, other. resourcbs’neédea ¢

d) Establish a time sequence with ant ﬁstﬂmate of
specific daxeg for the -actfons, £0. ocgur

5 - Forecasting the Consequences of Intefidéd: Acflons.

Stress the Importance of being prepared for
stumbling blocks, unexpected resistance to';he '
changes, and the need td be able to meet these

contingencies with well-planned thoughtful action,

-On Handout #10c (Staep 5), have participants:

a) List everything that they can imagine could go
'wrong with their plans.
b) List the individuals who will be directly -
affected by the plan.

) List all anticipated barriers from environmental

* sources. T

Step 6 .- - Taking Action, and Step 7 - Evaluatlng Actlons

1)

1

Explaln that Steps 6. and 7 will be one of)the
follow-up activitl'es, the results of which would
need to be submitted to thé instructor at a later

date,

5. Explain the other non-contract hour activities on Handout #l1.
V. REVIEW AND SUMMARY

'y

]

A. Allow participants to ask questions,

»
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. ~ 4 SCHOOL CLIMATE ™= AN ovsavuew e L

. COMPETENCY 1 - TO DEVELOP AN UNDERSTANDING: OF THE CONCEPT OF A SCHOOL CLlMATE
o . "IDENTIFY' ITS COMPONENMS AND ANALYZE ITS RELATIONSHIP TO '
EDUCATIONAL GOALS. L R ,
OBJECTIVES 1. Formulate awn definltion of school climate, */ -

~ 2. Create a g;’oﬁp gerfrated model of sch"ool climate by: oo o
A u ) a. listing outcomes or climate measures which are percelved )

4 '_ o to be the-‘result of a healthy school climate;

. o 6. dlscusslng the relevance of climate outcomes as they relate

to meeting individual needs-of school members;

¢, identifying and descrlblng general climate determinants

| g ' that affect the quallty of the school climate.
. ' 1), Program R
- . . S .
2). Process ' . g o .

3). Materlaﬁs/Resources
L d. . lndorporate cllmate outoomes and determinants lnto model .
COMPETENCY.2 - YO DEVELOP AN AWARENESS OF* ONE'S lEVEL OF INFLUENCEf THE -f”j 'n ‘
j CAPAO4TY TO EFFECT CHANGE AND THE RELATIONSHIP TO OTHERS -
® ©+ LEVEL 'OF INFLUENCE. . . . ~ ’
- OBJECTIVES 1. Discuss and describe the concept of sphere of Influence as
| it relates to decislon’maﬁ/ng power and the distribution of
. this power among the school constituents: .
~ a, Define and .discuss integration, physical accesslblllty and
ﬂ programmZt)c accessibility of special and regular education
- students and apply the concepts learned through problem
"solvlng of hypothetlcal school situations . '
2. Recognize and become aware of‘the various socfgz groups within
~an orgaglization and seleetlng the approprlete ones to ally in
the effbrt to facllitate changes in the school environment

a, Incorporate personnel component lnto model . .

| COMPETENCY 3 - TO DEVELOP AN UNDERSTANDING OF HOW TO ENGAGE OTHERS IN EFFECTING
CHANGE AND UTILIZING A SYSTEMATIC STRATEGY FOR CHANGE. -

» OBJECTIVES 1. Complete Ehe_School Climate Scale by Fox based on their own-~
. lndlvldual ool situation. _
' 2. Formulate and lnltlate an Action Plan using the problem

solvlng technlque.
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The term ''school climate'' has’ been used lnterchénéegply with "milieu", -
. : ) /

"'environment'', and '‘ecology.'

;
' -

..
. * ‘-\ . " ’ ’ o [
c : ¢

School climate descf}bes the’lnferactioﬂ,between an\envlronment,ana the* % .

occupants. . :. S - | ' . . - ;. ' A f
| , | - | -

School climate is the sym total of all interactions between norms, traditions,

decision making styles and processes, matetials and gfogram resources, and -

&

relationships, between the, occupants themselves and thelr énvdronment. . ?:
N . « . K ¢ 0 - . * / .
‘ Pd? \ . . ‘ e 4
School climate Is a;yﬁrcept h held by the schodTTs mémbers'lech in turn
affects their behaviog-and thgir fee|ings about their environmeht, '
' Li v _ -
. A o | ™ ; _
chool climate is a relatively enduring set of qualities which |

Unlike cul ture,
can be modlfied, ihangeq or imQroved through careful analysis, earnest

cgfmixment and del iberate strwﬁegy. L.
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” R o CLIMATE OUTCOMES
®... o -“
v CV.RESPEET . - o ' ‘ B T e
“ © 1.7 Tn%this school, even low achieving students are respected. AL \.
2. Teachers treat students as persons. ' , ,
3. Parents are consldered by this school ‘as importaht collaborators. _
( 4, Teachers from one subject area or grade level respect those from other subject areas.
g 5. Teashers in this school are proud to be teachers ‘
¢ e . oo ) ’ -
,TRUST S - - . , . I )
. 1. Students feel that teachers are ''on their side.’ ', - I
2, While we don’t always.agree, we can share our concerns with each other openly. 7\.
3. Our prlncipal is a good spokesman before the superlntendent and the board, for our .
Interests and needs. ~ S
L. - Students can count on teac rs to listen tQ their side of the story and to be falr.. |
5. ‘Teachers trust students to dse good judgement . [ o o

1. This school makes® students enthusiastlc about learning,

HIGH MORALE ’ \

2. Teachers feel pride in thls school and in Its students. C S ey -

3. Attendance Is good; students stay away only for urgent and good reasons. S ¥ o

4. Parents, teachérs and students would rise to the defense of this school's: program SRS

1f it were challenged. - R

5. 1 like worKing in thls school ., ' T
OFPORTUNITY FOR INPUT ' . | R .jff‘!ﬁ]'ﬁ ’
' ‘ T. 1 feel that my ideas are listened to and used In this school, A
‘2. When important decislons are made about the programs in this school 1, personally, ”

have heard about the plan beforehand and have been‘involved in same of the [
discussions. - .

3. ‘Important decisions are made in this school by a governing- councul wlth B ey
- representation from students, faculty and administration, : o I
4. While | obviously can't have a vote on eyery decision made in "this e »
school that affects me, ! do feel that | 'can have. some |mportant input into AR

the decision. N, N
5. When all-is sald and done, | feel that | count In this school o T

!

CONTINUOUS* ACADEMIC ARD SOCIAL GROWTH ‘\% oo
1. The teachers are ''alive'', they are lnterested in life around them; they 're.dolng' .
interesting things outside of school. ‘

2. Teachers in this school are 'out In front“ seeking better ways-if teaching and

learning.
3. Students feel that the school program is meanlngful and redevant to their present
and future needs. ° 4 .

b, The principal Is growing and learning too. He or she Is seeklng new |deas. .
5. The school supports parent growth. Regular opportunities are provided for parents
to be involved. In learning actlvlties and in examlnlng ew ldeas. R

’ . : . .
- ‘ .

COHES I VENESS . . ' : P ,

:~l. Students .would rather attend thls school than transfer to another.

2, There s a '"we' spirit in this school.

3. Adminlstration and teacherd collaborate toward making the school rUn pffectiyely;
there is 1lttle adminlstratdr-teacher tension.

4. Differances between individuals and groups {both faculty and students) are
consldéred to contribute to the richness of the school, notj as divisive influences.

5. New students and facu1ty members are made to feel welcome and part of (he group.

R |
Yy, W ' A . ’41&3 | N
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. SCHOOL RENEWAL o

.

S, When qggkoblem ‘comes up, this school has procedures for working on it; problems
e

,4re § *as normal .chal'lenges, not as '‘rocking the ‘boat." ' .

2. Teachers are encouraged to innovate In thelr clFassroom rathes than to conform.
15i'3” When a student comes along who has special problems, this school works out a

‘plan-'that heftps that student. ' *

", “Students are encouraged to be creative rather ‘than' to'conform.(
5., Careful effort’ Is made, when new programs are iptroduced,~to adapt them to the

partldulartneeds of this community ang this school

T 1

\ semive L " | e

hare ‘is someone in this school that | can always count on. . N

'T:?{;,The principal really cares about students, -
e 2 3e A1 think: people in this school care about me as a person* are concerned about

more than Just how well | perform my role at school (as teacher, parent,
- .administrator, etc.) . :

L, " School is a nice place to be because | feel wanted and needed there.

5.- Most people at this school are kind.

y -

\
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_ L . HANROUT 44,
. N . “ SCHOOL CLIMATE DETERMINANTS . . _ '« ° ..
. PROGRAM DETERMINANTS ’
1. Opportunlties for Active Learning - Students are totally invayved physi- oo
: cally, mentally and are able to demonstrate their ability to use the’ _
knowledge and demonstrate skills. : : .o p
**2. ¢ Individual ized Performance Expectations - Accounting for iAdividudl

_differences, encouraging children to excel beyond  their own performance
goals whjle.providing maximum thallenges. e ' :

3. Varied Learning Environments - Avoid wingle standard mode of instructions, .
-class size, atmosphere and alternative programming.
. . ' 1 :
4, . Flexible Curriculum and Extracurricular Actiyitie§‘- Wide variety of
‘ pace and content options, servicing all students and providing subjects-®
to students' needs. T - '

yN

5. Support and Structure Appropriate to Learner's Maturity - Consistent with
intellectual, social, physital development characteristics of students.

X 4
6. Rules are Cooperatively Determined - Clearly stated re%sonable and
desirable by those affected. : ‘

: - “
. 7. Varied Reward System - Minimize punishment, emphasize positive reinforce-
. - ment of effective behavior, recognizing'need for recognjtion.

1

PROCESS DETERMINANTS : e \
) J ' . . \

l. Problem-Solving Ability - Well devgloped structure for sensing eXﬁstlng
"problems, solving them and e®aluating’effectiveness.

\

. ld
2., Improvement of School Goals - Clearly stated and understood goals, used
as reference points for making decisions, S
' ) 2]
Identifying and Working with Conflict - Recognizing that conflict is"

w natural, then can be identified and worked on.,

A3 ]

b, Effective Communication - Enhances relationships among educators,
students and parents, unrestricted by hierarcy; emphasls on sharing,

problem-solving and listening. SRR
. 5. Involvement in Decision Maklhg - Exists for all who are affected by it,
’ . Processes are clearly specified and understood. '

'S

6.  Autonomy wifh Accountability - Independence and responsibi

lity through
“reporting ‘and explaining. -

)

.

. 7. E.“[fgg;jve Teaching and Learning Strategies ~ Goals are clearly stated;




[}

. | educators seek feedback:from students and otRer educators; teachers
attempt to consider indlviduaT learnlng styles and maturity levels of
;tudents. ..
A $« - " .

8. Ability to Plan-for Future - Immediate and long range future plans
delineating deSirable. changes, modificatjons.

N

MATERIAL DETERMINANTS ' .

- . . L4

A “ . S
. .\?._ ‘Adequate PResources - Able educators, suppdrt .of students and educators . i -t

- -  through instructional materials labs, classroom/learning.area, equip~" . e
. . ment, furniture, texts, references and adequate expendable supplies. .
. ., . |
. 2. Supportive, Efficient! Logisdtical System - ﬁelps production, enhances ) 5
morale, and aids in'rapid delivery of material resources, etc. °~ ° . ' i
) ¢ ) ¢ '\\ “ i . )
3.. Sujtability of School Plant - Meets human needs; attractive enrivonment..
» & . \
‘T 4
+
- ~ » . 8
. ' ©d ' .
' \
| v
/ \ .
"" Y s L
] .
/ ’ ] . S .
.
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v LEVELS OF INFLUENCE - PROBLEM SOLVING

.

1. Special education studeqiéfw}ll eat lupch w%}h regular éduca;ion,students :

2 , ~ |
. 'in this school. ‘ © ' 2 . .
a. Wh?’wfll.be'djrectly invoLyed?‘ - 3 . ’f S {0' v ,t;.
b. . Who need; t;‘be chsu]ﬂéd? S “ . . o f \ '. " /i
€. Who must have input into this decision} . | e | . .
| ‘ d. Who make; the finil decision? “ o | . ; ;
. o - » :
2 ’ - A
2. A computer training program will be implemgnte& for all regular and
_speclal educatio; children,at this school. _
a. Who will be directly involved? S ‘  .' f Lo
‘ b. Who needs to be consulted? ’ ‘ .
c. ¥Wh5‘ﬁ§st have inqu into this decision? \ .
d. Who makes the final decision? o C o
3. The playground area near the special education classes will be-available
to all chtldren whg wish to pl;y tgere. | Y
a. Who will be directly involved? | . o
b. Who neéds to be consulted? | -
c. Who must have iant into this deéﬁfidn? ~ ”
d. Who makes the final decision? | | o RS
. . T )
. 4. This scho?J will Initiate a volunteer parent program for regufar.and ' ’m. t |
. ‘ special educ;tion students, ~ # v B
. ' \ a. Who will be direcnt;ly involved? ' ,
b. Who needs to be consulted? !
, c. Who must have input Into this decision? ) :
o d. who makes the final déci;lion? ‘ . ) : '

A} ) Y
R _ o o e



HANDOUT # 5b

.

’ . - ) - 24 ~
, /N o
w0 v '
q‘. '. ' ¢ .
- \ \ . . . . . )
1. Special and Regular Educatiom lunch
program, ‘
{
¢ \
T )
. ' - \
2. Computer .training program, -
\
» . .
3. PfaygrOund‘availabillty.
. .
K
]
4. -Volunteer Parent Program.
' ‘v E ’ 23 - '
‘ N
R . el N .
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T = Must-be Informed

v

»

é - Must be Consulteg

-~

P - Must Participate

- . | . /

'} -'Veto Power

]
A - Authority to

Make a Decision

L}

1

t

> 2 o il

HANDOUT #6?

-

\

.

"KINDS OF INFLUENCE
UI”'means that the position holder must know‘the
results of a decision, in order to take appropriate
coordinating attidn " usually shows ‘that a
position will be affected by a decision, or that ,
the posution holder will have to |mplement a
decision. . .

The position must be given an dpportnnity to -

S

influence the process of decision-making by presentlng |

'""C'' power should be consulted early enough so tha

their information can make a genuine difference in
the final decision. .-

''"P'' means that position holders must take part in

.making the decision and that at leas®T a major ity

vote of all. those with a '""P" is necessary before

the({decision can be final. ‘

"W means that position holders have power, over the
fun;tion and that their agreement must be obtained

before the decision can be made.

""A'*-represents the greatest power of all.!ﬁThpse

" with “A" power can make the decision and others

must go along with/Tt,

v

/
information, demonstration or proof._‘ Those with @
t

“

"
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. The Resisters

. - S h . . . . Y 0 B . ¢ . . .
[} . N . . . : ) : \v . ¢
' - . . . N ~‘ . -
. ' . . .

. ! 2 ¢ .
, - 7 HANDOUT #7 .
- SOCIAL GROUPS ) .
‘ —
. ., v R o'
\ - ) v
" ¢
» 4 \—; : ! v
. | "‘ s ] -
The Innovators - ' »

The Innovators tend to be |ntelligent and risk-taking; they travel 3 lot,

_ they read a lot, ‘they dépend on outside-sources of lnformation, and - they

. are usually very receptive to Influence by outside change agents, They -
_also tend to be marginal to theirfhomeQ£

ommunitres,_ They may be viewed'
as ''odd balls'" or mavericks, and they do not usually have a great deal of

direct power or Influence. Hence, they can be both an asset and a liability

to the change agent. These people will have commitment to a new idea and

are willing to stand up -and be gounted even though they may be risking the.

scorn and ridicule of others, but if they have stoolf up t%? often for
lost causes they may not be an effectuve ally.’

¢ . .
.- | . . ¢

Many social systems also contain some members who assume the active role
of resisters or critics of innovatfon. They are the ‘defenders of the

system the way it is, the self-appointed guardians or moral, ethical, and _

legal standards. 'Although these people are 'conservative” in a strictly .
logical sense, they may wear all kinds of labels from: ”radical” and
"liberal" to "reactlonary” \ _ .

The Leaders . ” ) )

Many studies of how gkoups accept innovation have singled out one very
important social role hich they have identified as the '"opinion | leader'.
Opinion leaders are found in any community-and they are the key to ‘the
growth of any movement. Study after study has shown that there are
certain influential people who are held in high esteem by the great
majority of their fellow men. They are usualh& not the first people. to

' -try out new ideas because they need to maintain their, standing with

their followers, The opinion leaders listen to both the innovators and
the resisters so that they can better size up a developing situation.
THey watch the resister to test the social risks of adopting the idea.
dndeed, in many cases they are ‘eager to observe these chafiges because
their contjnuance in power rests upon their ability to judge innovations.
They want to become the'champions of the innovation whose time has come.
In other words, they must be able to adopt new ideas at the pount at
which those new ideas become popularly feasible. : ) Y

.
s

The Sllent Majoritx L e
This group comprise the large’st number of indli iduals ,in a social group.

They«probably do not develop any strong feelings about particuTar issues,
but may sllently welgh the pros and cons of proposed changes.  Members of
his group tend to accept the majarity's point of vlew and may be heavlly
n.‘uenced by the leader of the group.

'r .

N

‘*

N
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. very frank discussion. f%ey welcome and use feédback about their

k3 ' T L v
o . " "-."’» ‘-..l[ : \ :-a
' .' ‘ 28 .- | i s - ’ y :
4 - . r \ . ;‘-'r q
They ‘have .overcome the "authc’rity" problem." ‘Tﬁey can tolerate the - . -
anxiety of confronting their own power system e
‘ | AP f'_fi : fyi S S o _n_fl ’f;
They are very aware peOple. ' They know what their mission.is and what . oy
their values are.' .o PR T @ S T
i ) | ) ) ) » . ."_‘ .. e ) . ol - K
Although they acknow@pdge ‘the need for* a core stmucture -and constitution R
1n society, they have learned to make life up‘as they go along. ' »ll- .
‘They have developed'an open and nondeferisive style of d19cussion and,\
conversation. Thye can be forthright and feel comfortable with a >

\é \

. . . .

-behavior.i . _ _— R S

T o Py
They are aware of their own -needs and motivations and know the

difference between their personal needs’and'the needs of the
‘ S S .
situation. = R ' S SR

They have understanding of mature 1eadership and help ihe are con- .,

cerned with helping people help themselves.'l->_ v
) o
They have a clear understanding of the total institutional crisis. P
: : _ Co : < . '
They are cﬁaﬁ%e‘agents in . society. ' '
. \ » * '
. _
9.
[N ]
’ -
» . ' 'l'_
» '
> L




NETWORKING

] a »

r‘. . ‘The concept of 'metwork' has been popular since J.A. Barnes used. 1,;;;::5@
analyze soclal relations in a parish in western Norway. He defined a network

as "\

set of points, some of which are joined by lines. The points of the
image are people or sometimes groups, the lines indicate which people interact
with each ofher. We can think of the whole ofysocial life as generating a
network of this kind." o - .

A network is defined, therefore as a totality Qf all units by a certain

type of relationship; A network,hasdefiniteboundaries and is not egocentric.

It subsumes all‘the_activity % Sof the coggtituent'units;'or-to turn this -
. raround, the activity fileld of each unjt encompassesfsome portion of the total - .
‘network, C o ’ . . x

Sarason and Lorentz, in their text entitled The Challenge of the Resource

: Exchange Network, present the follaowing core features of the network conCept:."‘¢5nm““”

S—

wle Any individual has varying’degrees of connectedness with many other

\ [

people. _
2. The basis of this connectedness will vary. o ,
« 3. Thege other people may or may not be connected with each other‘buﬁ’

those connections can be increased. o , - \

4.' In the same.way, through these.other people, the indfvidual's connéctions .'
.can be ingreaséd. ™~ ' ’
5. The individual s knowledge of the ‘scope or his/her connections is less

(usually a good deal less) than that of an oursider mapping the

individual's connectigns.

A resource exchange network is a voluntary, loose association of heterogeneous

individuals willing to consider says whereby each is willing to give and to get
needed resourCes from others, 'to seek to increase the number and . diversity of
participants, to place no restrictions on the substance of foci of exchanges, -
and to resist putting considerations of exchange and planning under the pressure .
of funding and the calendar.

Just as advocating requires that an individual possess certain skills to .
be effective, professionals in the field also have identified those personality,
style and characteristics: which an individual needs ‘to possess to oongpibute

sucessfully to the idea of networking. Thesé include: -

. . ,
L . A . . ) - . . *
. % - — " . o .
. ' ‘ o ’ ‘ ol
. . . »
, . . . - . .
. . . y .




___Administrator
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THE K LTD SCHOOL CLIMATE PROFILE
t O T COPYRIGRT 1973 ;
REVISED 8/83 for Hawall Inkfgratlon Project
| I am a: ' o J
___Student Teacher a_*_Parent

A o
___Secretary,.custodlan, or other staf;\hembér:f"

Superlntundent, qucatlonal peclallstq—drrotherlédmlnlStrator

IRLAEE PART A R B

AP _'“:: v GENERAL CLIMATE FACTORS L
Lo Lt e >
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(Put applicable number in each square.) . _§

- <t

3§§E§£l . |

WHAT?IS:

™ Occasionally
w Frequently

A

+= Almost a‘lways';

1— Almost never

WHAT SHOULD BE:

>
-~ e
M
[
o c
‘o 0
nw 3
n o
(S}
U W
O w
2 3

=Almost always

~

=

]. In this school, low achleving students are treated

]

- like all ‘other students.
2. Teachers treat students as individuals.

]

3. Parents‘are consldered by this school as
important - collaborators and sought out for thear

input.

b." Teachers .from one subject area of grafe level
'(e;g./Spéciaf3ed./regular ed.) respect those

From other. areas,

5. This school repects dlfferences among sbudents

| (e g. minorities, special .ed.) by providing equal
access to learnjng opportuhltleas extra curricular
activities and meanlnngl interactions betweeen all

students,

66“C§rns wL;h each other openlyf

3. Our principal Is a good spokesperson %efgre the
wsuperrntendent'and-tbe board.for our inter'dsts

(8]

.4 . " *and needs, .
\\/;Au'°5tu8énts.cj gount on teachers to listen to
. ‘ their sia’e of the story dnd to be fair, .
_, 5. Teachers trust studentgipo use Good Judgement .

'
L}

¥
. m ‘.

“
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v H1GH MoﬁﬁkE U T ' j
- 1. This school makes. studdnts cnthuslastic about ' : ' .
.learn(ng » . . . _

Q:;'Z. Teachers feel pride In this school and in Its

students, : » S |

3. .Attqndance ls'goad; students stay away only ¢

. #" for urgent and good reasons,

¢

L, Parents, téachers, and students would rise

to the defense of this school's program if R

it were challenged. ,

5. .1 1ike working in this school. o
:*‘ ~ - « B
¥ . - [ AR | .
'OPPORTUNITY FOR INPUT: oL \ | < |
1. | feel that"my ldeas are listened to and “
-used In this school. - . S = ) L

“2. When Important decisions are made about |
the programs in this school, I, personally,
. have heard about the plaﬁ\Reforehand and have

been. Involved in some of the decislons.

w
.

Imﬁgrtant decisions are made in this “ ' S
(school ‘.ly a governing counci! with repre- "
sentation from students, faculty and - _ a !
administration, , | E [:]£<
4, All students at this jchool have some input . Y |

into declsions made on important Issues.
5. When all is said and done, 1 feel that |

have some Influerceover decigions that

are made In this school.,

CONTlNUOUS ACADEMIC AND SOCIAL GROWTH
1. The teachers are ''alive", they are Intergsted |

s i

3\\ in 11fa around them; they are doing, inte

thfngs outside of school. \

2. Teachers In this schoool are i'out: ln front”, I

sesking batter ways .of. taadhlng and ledrning. |

3, Students say that the school program 1s | L
meahingful and relevant to.thelr pri‘ynt and |

|
t
future nedds, o | vy ,l. o

.4, The prlnclpal‘? qrowing and loq{nlng, coo.- :{i R l' | ':fj

SIhot,Ls suklng now ideas, P40l
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COHESlVENESS N
1, Students w0uld rether qttend this school \

"\

-

¥
,transfer to: another.

' . " 2. Different sub-groups of students and teachers o
" (e.g. new ;eacherg\ handlcapped students) are e

included in school activities and made .to

feel a welcomed fember of the group.’
3. Administration and teacher collaborate toward

making the:school run effectively, there is

K little administrator-teacher tenslon. \
Y 4. Differences between individuals andvzroups !ﬂf
\ (both among faculty and students) are con- | R \j

t
slderend to contribute to the richness of - i
n

‘gkhc school, not-as divisive influences. o ' : A

'5. '{ have thHe .opportunity to work/play with many -
different kinds of students in this schoof,

1

"School Renewal _ ' . i £
“ 1. Whena problem domes up, this school has { '
: ptocedures.for working on it; ﬁroblehs'are . ;
. . seen as normal challenges, not as ''rocking ;
the boat." | v | ' )

2. ‘Teachers are encouraged to innovate In their

‘ : classroom rather than to conform.
' 3. When a student*cgmés“aﬂg::‘Z:: has spegial
problems, this school w t a plan which

helps that student.

o

2
j—

L, Students are encouraged to be creative rather

than to conform. l’

'
5: Careful effort 1s made, whén new programs :
i

are introduced, to adapt them to the par-

o ticular needs'of thils community and'thls schools
R |
Caring: ., . , . ,

' 1. There Is ;omeone in this schéol,that.l can _
always count on. ! , ‘ z

2. The principal shows his/her care for students b{

. 3 advocatlng for thelr soclal and a,cademlc needs l
. . Jn the school. L }

B * 3. People in this school show they care about me a

ﬂJijkf'f.A:‘ _a person, not just how well 1 parform my role

(ts student, tubhor, plront, etc, ) 30 D
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1.

’ {

Each student's speclal abillltes

(intellectual, artistic, soclal, manual)
Lo
are challenged. . o- ‘

" b, School l#ﬂlco placo to be b3:cause (I ) . .
feel wanted ‘and neodad there. .[:] [:] - i
G.. People at this school are kind to those who ! [ * —
are dlfferent from them. ' " : [:]
" /
PART 8 :
o , . PROGRAM DETERMINANTS E
© . ACTIVE LEARNING S » ‘ | '
T, Required, textbooks and curriculum guldes: ) ! .
Support rather than limlt creatlve 5
teochlng and learning In our schoolun ! ’
2. Students help to decide learning objectives. - E:j 1::?
3, Opportunities are provided under school _ '
"guidance to do §;methlng with what [s learned. g ‘E:} ’
4, Teachers are actively lgarning, too. E -;;1 .[:jf
5. Thlslschodl's program stimulates creative b= . .
thought and expression. E
INDIVIDUALIZED PERFORMANCE EXPECTATIONS N ¢

Teachers use a wide range of teachlng materials and medla.

[
2, apiar
3. The same homework assignment Is not given to : ‘ ~ ;‘L:]ffi;;
.all students in the class. i ::] ;z:j' | i
4. All students are not held to the same standards. ; E:J j::L vt
5. Teachers kngw students as lndiv!dué]s. - fa—w ] ‘
VARIED LEARNING ENVIRONMENTS . { o . X
‘ 1. Many opportunities are provlded for learning In . - j
individual and smal | group settings, as well as ' .hu% fi
in classroom sized groups, . ' | . i fi
*2. Students have opportunity to choose assoclatlions “ “i f
with teachers whose teaching styles are §upp9rti;e
of the student's learning style. b
3. Students have opportunitles'to learn with and
from students of all ages, backgrounds and ablllty ‘
levels. A : |
&, The school program extends Into settings bayond the "
 school bullding for most students, 1
5., Teachars and adminlstrators have planned indlvidu= .
allzed lns.rvlccloducaclon programs tO‘suppért | . \‘__ﬁ
th.'u'j_ém growth S ; 31 " ' ...J |
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‘ FLEXIBLE CURRICULYM AND EXTRACURRICULAR.ACTIVITIE$ ' .

1. The school's'ﬁ?ogram is apprOprlate for' ethnlc,
monority and handlcappeq groups. !

2. Extra carrlcular actlvltles at this school are |
. \ deslgncd to encourgae’ handlcapped students to ,
partl¢ipate to thelr maximum abllities. 1.

3. Students are glven alternative ways af

plans.6n thé basls of- studaﬂt Suggestlons o
5{ Extracurr’cular actlvltlge are attended by i

“metting cirflculum requirements. ) -
b, 'Teai:j;j”gﬁé known to, modi fy: fﬁ?ﬁf‘lessons ,f , f

/

nts at thls school

varlous subgroups of s%u

SNt | I o
scuooL AND. sraucrunﬁ APPROPRAITE T0 LéARNER"s MATURITY . - L, L, o
Tha school s prog;@m enéourages stude s to - ' C |
develop sﬁJi dlsclpllnc and initlative, ,
Je 2 Tha needs; of a few students for close supervision 7
i fﬂf énd high structure are met without making those
.‘<£Z gxudants feel “put down " : . '
Iﬁ?7'73, Thé admln&stratlon is sapbortlve of ttudents,
i k, Thg admlnlstratlon |s supportlve of teachers.
fﬁ; Faculty and staff want to he]p every studgnt. learn,
RULES COOPERATLVELYDETERMINED: N o

.;yThe school operates under a set of rules which

" were wérked’outjwlth students, teachers, parents.

and administration all participating.

2. Rules are few .and simple. , _

3. Teachers and their students together work

~out rules governing behavior in the classroom,

4. Discipline (punlshment) when given Is fair and

related to violations of agreed upon rules, ‘ . A

'5.‘.Most students and staff members obey the

school's rules.

VARIED REWARD SYSTEMS' ! .
l. The gradlng sxg:em rewards ea‘h student for his , o 'k77_;fﬁ

efforts In reldtionship to his own ability,. o ) -

L .
2. Students know the criterla used to evaluate good teaching. Tfjj ‘
3. Teachers arfe rewarded: for exceptioan!ly good teaching., Lij

4, The prlnclpal‘ﬁs awere of and lets staff members and
students know when they have done something partbcular.

4 5. Most students get posltlvo feeback from facuﬁ?y and staffr

R T L




- . PART C - |
. PROCESS DETERMINATNS ,

b wo
L

PROBLEM SOLVING ABILITY: ~ P ~

2 1,

Problems in thls school” are recognlzed and worked -

. upon openly, not allowed to slide.

b,

If | have a school raleted problem, | feel there
are channels open to me to get the problem

worked out. o A ‘ '
People In this. school‘dol; good Job of examlnlng |
a lot of alternative solutions: flrst. before
decldlng to try one. -

Ideas from various ethnic and minority éroups

(parents and communtty) &re sought in problem-

X

solvlnglefforts. o, -
People In this school solve problems; they don't
just talk t them. S

|MPROVEMENT OF SCHOOL GOALS  +

1 .

This school has set some goals as a school for
this year and | know about them.. - ,
| have set’ some personal goals far thls year

related to school, and | have~shared these

. goals with someone else.

Community involvement {s sought In developing . v
” . |

the school’s goals. . | .

The goals of this school ae used to provide

4

direction for progréms. ,
The goals of'thls_sqhool are reviewed and updated.

LY

e S IR ] e

1.

|DENT | FYING ‘AND WORKING WITH CONFLICT q ~

In this school, people with ideas or values different

from the commonly accepted.ones get a ch;hoe to

be heard, | ‘ L

There ars procedures open to me for going to a n

higher authority if a decision has been made that éee@; unfa
This school believes there may bedseverel‘alnprnatlve'

¥

solutions to most problems.
in this school the principal tries to deal with conflict

constructively, not Just. 'keep the 11d on,"
when We- have confllcts In this school, the result ‘é;
ls conitructlvo, not desctructive. * - :3

r,

<4
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- COMMUNICATION .

v

) 37

. Teachers feel free to communiate with the prinicapl |
. | feel the teachers are frlendly and easy to talk fgf/

The prinicpal talks with s frankiy and openly., [

Teachers are avallable to studeqts who want hefip.

LV ; B i VS I

. There is communication In-our school between
different groups, older teachers and younger ones,,

well to -do students and poorer ones, black parents

and white parents, etc. - ‘ v .
; | B
INVOLVEMENT IN DECISION MAKING
1. Teachers help in selection of new staff members, B

Y

1. Teachers, students and parents help to

evaluate this school'p program,

~ 2. Parents help to declde about new school programs. ' | L_JA . 4]-1J
3. Decisions that affect ghis school are made by the
superintendent and the central'staﬁf only after |
opportunity has been provided for digcussion and -
input from the schoel's principal, staff and students, ‘::]
4. | have influence on the decisions . within the :
school which directly affect me. ‘ ,
5.. The student government makes important uecisiuns. Th
AUTONOMY \(JTH_ACCOUNTABILITY ’

2. Teacher evaluation Is used in improving teacher performance,

‘3. Teachers or students can arrange to deviate from the

‘prescribed program of the school.

L. .The principal encourages experimentation in teaching.

5. Teachers are held accountable in this school for o T:k

providﬁng‘learning opportunfbies fgr each of their students,

EFFECTIVE TEACHING-LEARNING STRATEGIES: \%/

1. *The teachers in this school know how to teach. as well

-

‘as what to teach,

2. MWhen one teaching strategy does not‘seem to be*. ¢

working for-a particular student the teacher tries

* another; does .not blame the student for the initTal fallure,

3. Thl§ community supports new and lnnovatlve teaching technhques.l::r

4

4, Inservice educatdon programs avalable to teachers in this school

help them kéep up -to-date on-the best’ teaching stcagegles,

5. The school systdmatlcally encourages studeniuﬁfp help
. ¢ other students with thelr Iearnlng gctvvltlos.

B B | N
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ABILITY TO PLAN FOR THE FUUTRE
.

V2.
" 3,, Parents and community leaders have opportunities

In this school, we keep ''loaking ahead', we Nan'
.
spend all our time ''putting out fires." ' N

Our principal s an."idea''.person. v

u to work 'with school officials at least once
a YQar oq}'thlngs we'd |1ke to see happening
In our school." . K
Some of the programs .in ogr school are termned
. MexperImental. b '

5. Our school Is ahead of the times.

ADEQUATE. RESOURCES

PART D
MATERIALS DETERMINANTS | .

1. There is sufficient staff In this school. S

2. The instructioanl materials are adequate for

our schaol program,

Curriculum materials used In this school glve
approbr!ate emphasis and accurate facts regardi?g
ethnic and minority groups, handicapped,people
and sex roles. | A
Resources are provided so that students may take
advantage of learning opportunities in the community
through f}eld trips, work=study ar;%nge?’nts, etc,

Current teacher salaries in this communfty'give fair

recognition of all levelsof professional service rendered

by teachers to. the community.

—

SUITABILITY OF SCHOOL PLANT:

1.

e is pieasant to be in this school, it is kept
" clean and in good repair. '

2. This school building has the space and physical
.arrangemegts needed to conduct the kinds of programs
we h?%" . c : ‘ ”J
3. The bufldings and clas;rooms at this school are

: Jﬂﬁyslcall9 accessible ' to héqdlcappad‘people.’

4, The grounds are attacélve and provide adequate space

Ll

for physical and.rochat!onal activities, S

5. Railings, markings and other aids for handicapped

‘ﬂpooplp to move from one place co‘anothor‘havo been
- added to tl"a ¢ampus grounds. B 35
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. o R 1 L : HANDOUT #9

' . 4 N

S ¢ - PROBLEM SQLVING SEQUENCE s

STEP 1 .- IDENTIFYING THE PROBLEM ~ .

~ - . ] !
The most effective problem statements are references to actual instances ' _
observed or encountered on the school campus. | o
STEP 2 - ANALYZING THE PROBLEM

ti_l Using the concept of ''force field analysis“, restraining (resisting)

' forces and faciiitating (driving) forces can be ideptified. Resisting
forces work against change while.driving forces work for change. These
forces can be people, finances, external factors, psychological or inter-
personal factors. The goal of force field analysis is to discover those

- factors that can reduce or eliminate resisti?g HEEce;.

STE? 3 - GENERATING MULTIPLE SOLUTIONS

Using the technique of brainstorming, ways to reduce the:strength of jeach

major resisting force and to increase the strength of driving forces are
explored. At this point the utilization of others concerned with the

problem is crucial for creative brainstorming.

. @ "STEP 4 - PLANNING FOR ACTION | ) !
' The procedures in*this step include: 7
d. ﬁ(?:oose the best Ideas |
b. g Choose the best" people to expedite the action plan . i ’

c. List materials, other resources needed ‘
d, Establish a time sequence with an estimate of specific dates for the
~actions to occur

e. Periodically evaluate the progress you are making ~
‘ f, Prepare to revise and specify dates for reViews :
t »
STEP 5 - FORECASTING THE ebNSEQpENCES OF. INTENDED ACTIONS

It is important to be prepared for stumbling blocks, unexpected resistance

L4

to change and the nggd to be able to meet these contingencies “wi th -
well planned and thoughtful action. " | |
STEP 6 - TAKING ACTION

y 48 ) .
Do not delay the first step of action.

STEP_7 -\EVALUATE ACT!ONg - o
. ' Review the pragram as each plan occur's and make mod|ficatlons or changes
i f ndcessagy. 7 . ) ~ ‘ )

'

Aa“"l . S A 1) ’ ‘ . ,i. 36




wo " HANDOUT # 108

.STEP 1 - IDENTIFYING THE PROBLEM . .

| 4
-

A

? . PROBLEM STATEMENT #1
- X |
PROBLEM STATEMENT #2

 §
1’\-.»
»

|
|
|
PROBLEM STATEMENT #3 -~ ' - | '_}
‘ , . e . - ‘
‘ 'Y . . N ' ‘
[ | - ~ .
‘ STEP 2 - ANALYZING THE PROBLEM: FORCE FIELD ANALYSIS
. e CURRENT STATE - I
: OF AFFAIRS )
s ‘ .
_ ' ' . .
@ v (ResisTing) -~ &
FACILITATING FORCES RESTRAINING FORCES
‘ \ y
)' N ;
\ Vi ~
VA h
\ \ / '
‘ K4 'Y. .
{ ! \ Z
| 4 A}
N\ Vi —
Y 4 N\ _’
GOAL IS: N | ' o
- / ' -
S Y Y
s ~
[y Z
4 A
) D
) L -
5 ;lﬁL &
® o | o
7 A Y
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" HANDOUT # 106 .
3 ] I-
1. | . - ) . § ) §
2. . 1
3’ e ]
’1- '
\. - . '“l/ :
5. . " ‘
( M
. . . . . -
STEP 4 - PUANNING FOR ACTION | : \ .
. : - | o
a. Best [deas . ' b. Best people ) . : .
. l‘ : , - ’ !
' o “~ - ) ) . “' "‘. ‘
J : ~ L L _
~ ¢. Materials/Resources needed - 'd. Time Sequence
. —a r
P o \
A , . ‘
\. -
L] ‘
o 38
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~ STEP 5 - FORECASTING CONSEQUENCES OF INTENDED ACTIONS

-

@  7hines THAT MY GO viRoNG o

o

A. *

'\"

‘/’1
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HANDOUT -#11

-

| . \, | ~ NON=-CONTACT TIME ASS|GNMENTS

- - 1,"Complete.the problem solving sequence which.you started during this : . '
' module presentation. R ) :

N ' : o Possible 30 points
. ‘ . “ - . b .'..

\

. AND »

{

2. Administer the CFR scale to representative scﬁooi members and analyze the
y group and sub-group results. MUse the problem solving sequence and
develop a plan of actioanlfh the resul'ts of this CFK Scale,

c8

———

OR /

. A 3. Analyze the attached case study. (Handout #17a) .

Possible 70 points Lot

S | - \sw
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@ o . ‘HANDOUT #1)a .} o

[4 - Vet

T - ;’ ANALYZlNG THE CASE STUDY: ¥ © L
. s ) . ) ’ - ) \ o ’..l:: . . . -

-waanelyzlng this case study you should keep.! the followlng conslderatlons in mlnd ‘I'
a. Who (What roles) are Tnvolved? -3-\f. ( :
b." Who (What roles) are affected by thls sltuatlon?

N

S c. Who (What roles) are making’ the declslon? . o

d. Who (What.roles) should be lnvolved in the deplslon making tQ Improve

- R ) " the sltuatlon? R ‘
o e. _Given your model ‘of school cllmate, what needs, cllmate ‘measures, and .
detenmlﬂhnts are mosg .dominant in’ this situation? x

f,‘ What ate’ the critical needs qppearlng in the situation? What Is (are)’J

| . the. central’ problem(s). _
. _ ' ' f: S T e ” ‘

P K -

_ : Asslgnment Y St » “
.\~ ) 3 ) y

AR Restatlng the - Problem RS . : Y S .
o a. List a1l of the symptoms appearlng ln the.case study. R RS )
b. State the causes.of’ the symptoms. ; ' S

c. Given your model of school climate, re-state the problem.

AN

) o - . . |
2. ‘Climate Determinants I . - - ‘

a. Llst’which determinants are causing these problems.ﬂ‘ _ oo ._'

b. ‘List who ls not involved but shoqld be., 5
‘C. Llst who ls in control and whether they should be or not and why. s

v ’

A Solutions K ’ W ' oo o CL

& ] L ’

.o '._a. Come” up with at least 3 solutions to the problem. : : o _,'"'.\

o

b. State how these 3-lutlons relate to the climate determinants. ,

fﬁtlohs wlll meet needs more effectively.

A

... c. Explain how these\sg’
.-\jxplaln how thev' ‘
lntegratlng severdh

._flons zlll flt wlth the general trends towards
‘dlcapped and non~ handlcapped students in’

public educatlon;:j"\k pl




 he 1nd1cated that not only would his st dents benefit from the expertise df.

f«interested in having»their students_a1so pant1c1patejin the music activity.

. . . [
» ' HANDOUT lla

AU LT emsesoy

| fiprfnc1pa1 John Kea]oha speaking f o ' | . .

.

o Three mpnths ago Ed.Chin met with me to suggest that h1s special education t v

class wou]d‘benefjt from the music classes offered to regular education grades “

) ar——
. 4-6 at our school (Makapuu Elementary) " He requested that, starting in the

Spring semester, his seven students (aged 9~12) be allowed to attend music
1nstruct1on w1th one of the fifth grade classes, on 3 weekly basis. When Ie';, B
-asked Ed 1f he be11eved that his sﬁudents wou]d ga1n more mus1c expasure |

e

through the "music 1nstruct1on“ than through his se]f—conta1ned classroom,

the music.teacher, but "1nteract1ons with regu]ar education students on- a
programmatic basis would provlide another 1ntegrat1or(pppor“tun1ty for my

students to deveIOpfsociaI interaction skills". Since hﬂs exp1anatton was
reasonab]e 1 agreed to Ed's request and told him that I would talk with

the d1str1ct music teecher the next time she was on campus about arrangements
1 suggested to ‘Ed that 1n the meantime, he m1ght want to poll spec1a1 ed = 4

teachers at their next facu1ty meet1ng to find- out 1f other teachers ‘would be .

* /

‘A few'days-later I rap 1nto Mrs. Steimmann;~the?distr1ot music teacher and

' re]ayed Ed Chin‘a interest 1n brininq.h1s students to one of .her Sth grade

mus1c cLasses -1 was somewhat suﬂﬁrised by her re]uctance. She said "that
severel years before I d%sumed ‘the principa1 s position at Makapuu ( L have ,
now “beep - here 11 months). 1t had been dec1ded that because of the vast
d1fferences ﬁn physica] and’ menta] ab111ties'between regu]ar education and \
$PED students SPED studentf’wou]d not be 1nc1udegi1n music instruction, but

wou1d in. thein own cIasses recieve ﬁﬁs1c 1nstruetion. She was also concerned

B B . . ’ ' . ' " N
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she said, about the amount of attention and this, level of discipline, that .
cauld be given to each student group within the.same music class. I assured

: her that Mr, Chin and his aid wou]d ‘be present/dn the classroom during 1nstru£
tion. ‘While Mrs Foster seemed somewhat reassured by thisguaranteeq she was
still hesitant. As she put it, "I m not sure what I"11 be able to train them
to do. And, the normal children might make fun of the others." After th1nk1ng | ‘

f. about'this for a moment [ to]d Mrs. Foster that I would make sure that the \

’ ’Sth grade se1ected would recieve some preparation from thelr teacher6 She .

suggested Mr. ﬁadilla s class because it was a we]l d15c1p11ned class,

respons1ve 5th grade. I told Mrs.: Foster that I wou1d contact, Mr. Padi]]a to

a  Make the arrangeménts. BN

4 | | - o L 1

Another week passed. "Ed Chin came by brief]y to tell me the results of po111ng
other spec1a1 ed teachers on 1ntegrat1ng the music 1nstruct10n course. . 'l’ :
- "Feelings were m1xed,"'Ed sald. "Some teachersware very enthusjcastic about 1t:
K but a feu are very hesitant." He explained that four teachers,c1ted the gif-'
ﬁ; ficulty in transporting their'classes from the special education 1ng all the
| - way to the centér of -the. school where the music room 1s‘1ocated S1nce our
school grOUnds meét - access{blity standards for handicapped students, it was.
unclear to me why transportation would pose a problem. At Ed s suggestion,
I decided to meet with all the special ed teachers at their next meeting to -
discuss 1og1st1os A X f_ \
In the meantime, I spoke with Ron Padil]a at the end of the regu]ar ed
teacher's meeting and mentioned to him that we were thinking of 0pen1ng music
instruction to. the SPED children and wou]d 1o be OK with his class to be the
one. Ron seemed perfeotly comfortable with that and agreed to spend a few_
\ m1nutes with his class telling them about the addition of handicapped |
ch11dren to {heir mushc tﬁtivity. | '




unusua11y inactive that day. Also, 'he said "They asked a lot of queetions | .,

h9

"

. ,
ed faculty to disguss

\

On the_fo1]owfng'Thursdey,.I met with the special

_arrangements for'1ntegrnt1ng their students” into "music instruction”. During

.
this session, Mrs, Fukumoto,ﬂine¢of the teachers originially reluctant to

1nc1ude her studnets stated that after recess and lunch, mov1ng her studnets .
a th1rd time, in a day was t1r1ng and disruptive. She suggested that the |
distrilt music teacher meet w1th 2 combined SPED c]asses in the SPED “common?
‘room to provide music activities. However, s!vera] SPED teachers rejoined -
that a week]y.integrated-music class.offered\spec1a1 education children the‘
opportunity .to work with regu]ar_educatioh students in the classroom and

was wejl worth the add1t1onel effprt involved. Since the)split opinion.
seeped unreso]vap1e, the special educatign faculty and I agreed that

“music instruction" would be voluntary for SPED classes, contingent oh'the

SPED teacher's decision. We decided that Ed's class would try it out in

i2 weeks,‘just beforezgthStmas vacation, and assuming everything went well, | a

could expand to.other SPED classes during the Spring semester.
.- . ) . '

‘Later I called Mrs. Foster and Ron Padilla and to]d them to expect Ed Chin, ‘

his aid and his udents in 2 wednesdays ’gpn said he wou]d ta]k to his

il

<
stddents, and Mrs. Foster said she wou]d modify her curriculum for that day ¥
to include actiy1t1es for both groups. # " C | ; SX\

L]

Thursday efternoon following the music instruction activity, Ed Chin came by

my office vis1b1y upset He said that-Mrs. Foster p]aced all of Ed's

students in the very front of. the room,h“Sd my kinds had o opportunity to
“Thteract with the regu]ar ed studehts, and .she did not knpw thetlon1¥ 2 of
R

Ron Padilla walked in wh1le Edyhas present and agreed that the class did not

my students were verbal." -
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go well. He reported that while his students behavéd acceptably, they wera

A . L * ' 4 ' : ’



about handicapped. kids that I Just couldn t answer. It was frustrating for - ’

me".

To maka mntters worse, Mrs. Foster called the next morning no report that
she could not work witn SPED and regular ed students at the same time. .The
SPED children’ cou]dn t sing the songs she taught, and while some worked wewb
on the musical instruments, a few- -were unab]e to do anythjng She said she

was willing to work with them separate1y but not as an entire grbup,

I told everyone 1nvolved that we would d1scu§/)thesb concerns when schogl
resumed after the holidays. But before ‘the day ended, a parent of a regu]ar
ed student called to.ask why SPED children were in her daughter's music class h
dn'wednesday She was not opposed she indicated, byt she thought SPED was

" a 5eparat3 schoal on Makapuu grounds. ' .

At this point I realized that our school had a ]ot more ground work to cover
before we could’ 1ntégrate special and regular education programs. WQ brought

. students together through this activity, but at the expense of faculty morale. '

] 4
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\Where Do You Find Climate?

0 Behveen Clift- HangerAnd Clamax ~

ROBERT J. LlNDSTROM , .

In Webster's Seventh New Collegidte Dictionary,

“climate” comes somewhere between *cliff-hanger” and
“climax,” The appropriateness aof this placement can
‘only be appreciated by those who have grappled with
the “how to” of cstablishing a productive and satisfying
work climate. Like marriage, good climate requires care-
ful thought.btfore embarking and constant dnalogue for
continuance.

The private sector has provided a wealth of infor-
mation on how to establish and maintain effective work-
~ing environments for management und employees. The
problem faced by educational practitioners is that we

are "usually fending off alligators when we should be

reading the blueprints on how to drain the swamp.

For purposes of this article, climate is defined as an
org,amzatlonal state of mutual trust, personal satisfac-
"tion and common purpose, This state produces-a cli-
mate or environment which cannot be seep as much as
it is felt by the participants.. 4

The fceling of being manipulatad by an unseen
“they” scems to diminish an individual's commitment.
The informal norm becomes a game of maintaining a
sort of sophisticated non-mvolvcmcnt\llks spectators
at a chess tournament. The impact of improving the
managenient climate can change the managemént per-
.ception of being terrorized by a plelhora of “they's” to
a reg feeling that “we are they.” A matjre organiza-
tional climate ‘is” an cflective tool in facilitating organi-
zational success. , |

There are some successful technigues for providing

a productive work environment. The list of activities are -

related to successful activities proven in ac.tuai practice.
Here is a simple outline with some spccnhc examples
which can be used by local practitioners.

The steps listed are in a general sequence. This se-
quence is not absolute, nor are all the steps necessary.
Each situatipn carries with it a;unique set of variables.

tlxp;rl/:c.e shows there are three basic “clitf-hangery
stages for organizations or individuals seeking improved
" climate. Where are you?

The Wringing-hands Period: Every administrator at
one time or another has closed the oftice door and re-

: . treared to that haven of mental strength — self-pity.

TOROBERT J. LINDSTROM s Yuperintepedent of the
Crentt Union. Seiool District,
“ )

L
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HANDOUT #12

-

?

-—Nobody out there loVes me. The staff is lethargic and J
unresponsive. The board or superintendent is* unim-.
pressed, and your secretary has been coming late and §
leaving early. What to do? This is the wringing-hands .3
stage, and I feel it is the best motivation for establishing 4
2 new climate. If you aren’t happy with the way it is. 4
now, changing can only be a pleasant challenge. If you %

have been in the wringing-hands. stage for sometime,.
don't feel alone. Most of us have thought seriously about :
going into real estate. At this stage, yo& have nothing to
lose. Before indulging in your “first of the day” self-plty
session, read on. '

Do Something Period: Perhaps you have passed from
wringing hands to hopelessly staring out your Q‘gdow
* Clean your air.
gear. Take some acnon! One action which can be satis-
fying as hell is to change your letterhead to more clearly
reflect what you want of the organizatjon. Sounds corny,
but the therapeutic value of evaluating and rel@cslgmng

. start getting your own clinate in -

P

.‘. N

T

i B

~ your letterhead can give you a completely ne\'&perspcc("
tive and telegraph this perspective to the rest of the

team, Once you have redesigned it, get it. priffited up.
If budgets are tight, pay for it yourself. You deserve it!

The Planning Period: Once you have committed
some visible act which signals & windshift to the troops,
you are ready to move to the plan. What do you want to

‘accomplish? Each situation is unique and a plan must

begin with assufiptions based on these differences.,

Where do you want to be in six months or a year? De- -

veloping sound climate doesn’t come overnight. It may
take as long to achieve your wished-for climate as it did -
to get it into its present state. Build a plan that has -
‘identifiable and realistic outcomes. It is not necessary to-

* . put these outcomes in sophisticated behaviorial terms.

- I#you want your gtaff to respect each other by listening .

v
o
¥/
.i'
‘1
/
[4
4

" to each other’s ideas, say no. Simple descriptions help.:4
everyone see where they are going. Do not fise’the pedo«-«

iogical camoflage of big words and obscure meaning.

Followlng are six suggestions for developmg a posi- -

r‘.\

tive orgarfizational climate. Each represents actlvmes g

that have worked for people in the field, {

. Organizational Obstetrics. Orga_mzanons have o

hirth avlife and a death. They uré established for a pur-

rose dllwﬂl()m until that purpo&e is over and usunllv;' :

a lide lonyer. Every group needs Lo eventually reyroup. .
renew and, for all intents be r¢bnm

Q

To establish a suv- -

wll Toxt Provided by ERIC

46 .




* To develop trust a
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cessful chmate usually ncccssxtalcs the rebirth of the
organuaud‘n "This may be as simple as stating new goals
or as ditlicult as replacing personnel. The key point is
that the participants need to be aware that a change is
tking place and that there will be some new and dif-
ferent expectations. All of us have been in organizations

. that have gone stale. It seems as though the ritual con-

tinues with tenacious ability. It is difficylt to change

. from the safety of the known and familiar to the un-

jnown and unfamiliar. This may be the mbst difficult

... partof establishing an effective climate. The very people
.who are most in need of change and renewal may be the

most resistant to change Before becoming too despair-
ing with this unwillingness, remember your resistance to

.. such social changes as long hair, mod clothes and em-
- ployee unions.

2. Building a Histogy. It isn't real till“it can bc re-
.membered! Perhaps philosophers can argue the efficacy
of this statement, but for management climate it has

.some impact. A key component in the development of
" group climate is the establishment of personally satis-

fving experiences thh lhc group. These experiences are
reinforced and buiit uFon in subsequent actions, and the,,
accumulated effect provides the foundation for mainte-
nance of;a satisfying climate. The use of pre-school
management retreats is widespread. Normally, these re-
treats are overburdened with agenda ministrivia pri--
marily to justify to the participants and the folks back
home thatit is real “work.” I submit that the single
most important outcome of a management retreat is the
social interaction which forms a glue for future’ per-
formance of the group. The major portion of the agenda
should be focussed on developing rclanonshlps and

"ground rules for’the future actions of the group. Tge .

need for cohesiveness-in January can be crucial for the
conunued success of the enterprise. This cohesiveness
will be present if a' hlstoncal trail of visible cohesive
activities has been mtqmahzed by the individuals in the

. group. The pre-school retreat may have no other product

than a warm glow of comraderie. If this is accomplished,
it establisties a historicgl milestone shared by all.

" 3. Building Trust. Trust is anflMlusive concept felt
more than seen. Trus} for me is sifPly knowing that an
“individual's actions toward me are real and are the same
as mine toward him. This doesn’t mean agreement, lack
of hostility, or love. It means that you can act on what

" t'person says with assurgnce that your perception is
" accurate. Many love atfairs never begin begause neither

“of the erstwhile | willing to take the first step.
a relationship of trust, someone

has to take the first sted\ and that is you. You don't have

10 personally like a person to trust him or her, although

it hclps. To build organizational trust requires a degree

-~

. . Y
of reality testing. By this [ mean a continued increase
in personal vu_lncrabilil§', the opening up and sharing of
personal rgther than technical feelings with a person.
This can be addressed through some management train-
ing exercises. Onc such exercise i$ a trust-building series,
which when done by a competent trainer can increase
the undcrstandmg of trust and its group functlon [t-con-
sists of the following:

A typical group setting of 10 to 20 pamcnpants
seated in a circle. (a) Each-person in turn shares he?
complete name, first, middle and last, and her nick-
name between the ages of 5 to 15. This usually is very

" interesting, especially for groups that have worked

together for some time. (b9 Next, following Mesame. ...

process, each person identifies his happiest and sad-
dest experiences in childhood or early adulthood.

- Through Mis discussion, eachr will find common ex-.

periences — raised on a farm, pet dog died, etc., which’
brings them personally closer together and provides a
foundation for developing a trusting relationship.

Using the childhood years maintains a. great'enough

degree of insulation so a person. need, not have to
feel threateped.
This same kind of activity can be done |ﬂfOrmally

"“through rap sessions. Once a group has begun the social

sharing, a better rapport can develop, leadmg to in-
creased trust.

4. Communications. The term “increase communi-
cations” is often expressed as a need. This has led in
many cases to frenetic efforts to increase the velocity and
volume of superficial and meaningless information.
Communications like trust needs careful nurturing. The
lack of it many times répresents a dissatisfaction with
the content not the amount. In developing a working
climate, the quality of the communications is para-

mount. One way of increasing the quality is to set some -
'ground

es. The ground rules man be very simple.
One princfpal has 'a series Of signs placed on the walls
of the teachers’ lounge. Statements like: “Everybody’s
ideas are important, Listen.” “Have you complimented
someone today?” and “A|thank you can make a day.”

5. Reinforcement. Regular reinforcement of the
group is necessary to maintain a successful climate. A
lecture at the beginnihg of the year doesn't da it. For a

managément team, regular meetings are essentidl to

practice and review the group's progress. The group has
to have a time to visibly be & group. There is nothing
wrong with regular meetings. Meetings can provide an
dpen forum for dialogue. They can provide a vent for
the pressures that arise in the field. A comraderie can
be beneficial for sharing war stories with your fellow

( Continued in page 14)
N
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(Con;inued from page7) s
, : ‘ [
comrades. Tod often, the sterility of meetings allows for
noggocial renewal. Informality can foster gr,éater co-
hesiveness. 1 might_add that it does not foster quiet
“Robert’s Rules” meetings. The compjaint that meetings
take up a great deal of time with no real results is valid, if
srésults” is the purpose of the meefing. 1€ you need re-
sults, set-up a meeting to deal only with (hat problem.
‘One successful technique is to; place the burden of
the agenda on the participants. Every member of the
group has an’obligation Jto use the ‘meeting by submit-
ting agenda ftems. ¢ found that g two-part meeting
works for me. The Birst part is the formal agenda. Each
participant contributes items fof&he agenda which he or
she feels hgs implications for the entire group. These
items are addressed first, Each jnenber is responsible
for attending the meeting through ibe agenda items. Fol-

‘lowing the agenda, each indiyidual is free to leave. The

second part of the meeting.is an informal around-the-
table discussion of any items which may have come up

‘or be of interest. Usuglly, three quarters of the group

will stay for this informial rap session. Mueh of-the re-
newal and ongoing. course corrections for the group's
“climate” takes place at this time. A

. Pride. Pride in being a part of sontething has
been used as a tool to motivate since people wrote on

14

stones. The Marines have pride in the Corp, Harvard Kas

. pride in it§ alumnus, and the blpod pressure rises just &

little when\ a visitor from New York complains about

anything in\California. Pride is a powerful tool and has*
shown to bx{anintricate ingredient in developing cli- .

mate. How to develop pride can be an exercise in frus-.
tration or a euphoric high. To develop pride,ft is gssen-

" tial to do sofnathing and have some reaction from some

creditable souric. One principal had his superintendent

send personal latters to the staff, thanking them for their

efforts in developing, a reading continuum. The letter
became the catalyst for ownership of a unique status. In
the classic mana ement case of a worker inventing a
new tool to speed up production, the question became
one of who owned} the tool — the worker who invented

and tested it, ar the'company who employed her. I sub-".

mit that in education, we should b seeking out the “new
tools” being develdped and reco ize their creators. By
so doing. pride in being a part of the action can be en-
hanced. By involvijg each participant in owning a piece

of the action, a cqn\mitment to the results is much more °
’ .

personal. : o
There are many other components of a successful
management climate. My experience has been that a

few simple concepts which can be arficulated and rein- .

torced are of great help in getting started. The road
from cliff-hanger to climate can be long, but the Sesults
can be the difference beiween career satisfactionor a-
feeling of continued low-level frustration. J

!
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Traditiopally\_schools have attempted to creale _
learning environments which have been responsive to
-the changing strucqures in education and which mani-
fested an awareness of major social concerns present
within society. Schools should exist as centers of learn-
ing based upon the values of self-actuajization and in-
: tellectual curiosity, When schools are places where peo-
_ ple can live together without fear of each other, and
\ ‘ learning can be based on a creative change of experi-
ence and ideas, then there is a chancdghat thosc who go
from schools to other places in our society will have an
inereasing desire to live what they have learned. . .
Many attempts to realize these beliefs over the past “
decade or two have resulted in efforts to change struc-
~ ture; that is, to form different kinds of organizational
* patterns to facilitate the beliefs stated above. The large ,
majority of these efforts have resulted in failure. Faiiurc .
because-they did not place the primary emphasis updn
the individual, Every student is, before anything elsc, a
person. Each person brings to the school something
unige, and consequently, each school will be enriched )
for%‘cing an aggregate of these individual personalitics, ’
> Moreover, being an individual, he or she will be capable
- , of an intellectual, social, and moral growth, Wwhich is ' -
.. © . jparticular to himself or herself, yet, guided and assisted . ' - fj
,\/ﬁy the school’s environment, | : ' '
' A positive  school climate is both a means and an . | o
end. A good climate makes it possible for important o
goals, such as academic learning, social development, .
and curriculum improvement to be worked toward pro-
. - ductively. ,
. It also makes school a good place to be, a satisfyirlg  *
and meaningful situation in which both adults and youth - .

care to spend a substantial portion of their time. : S,

Y .

*  How is a positive school climate developed? Several- 0 '
viewpdints follow, - : 1 | '

v , .
“ .
Iy . . . ’
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“School Climate—
What's 1t All About?

JAMES J. TUNNEY 7

exert their influence on it in collaboration with others.. ¢

If you were to walk into a school building and try E

to gain a sepse of its prevailing climate, what would you

School Renewal. The school as an institution should .

develop improvement projects, It.should be self-renow-)

look for? Along what lines would. you assess its posi-

tiveness or negativeness?

CADRE (The Collegial ACation'for the Devel-

opment and Renewal of Educ{tors) suggests you look - .

for at least eight factors which\eomprise the school’s
.climate and determine its quality. They result from an

“interaction of the school's programs, processes and

3

physical conditions. Ideally, there should be evidence of:

Respect. Students should see themselves as persons
of worth, believing that they have ideas, and that those
"ideas are listened to and make a difference. Teachers
‘and administrators should feel the same way. School

ishould be a place where there are self—x{espectirf_’g indi- -

tviduals. Respect is also due to-others. In a positive

I ¢climate there are no put-dawns.

Trust. Trust is reflected in ope’s confidence that -

others can be counted gn to do-what they say they will

let you down. . C v
High Morale. People with 'high morale feel good

~ about what is ‘happening to them and to their school.

(%4

. Opportunities For Input. Not all persons can be in-
volved in making the important decisions. Not always
can edch pergon be as influential as he or she might like
‘to be on th'frsany aspects of the school’s programs and
processes that affect him or her. But, every person

cherishes the opportunity to contribute his or her ideas, -
and know they have been considered. A feeling of lack -

of voice is counter-productive to self-csteem and de-
prife} the school of that person's resources. ~
Continuous Academic and Social Growth. Eacht stu~

dent needs to develop additional academic, social and .
physical skills, knowledge and attitudes. Educators, t00,

desire to improve their skills, knowledge and attitudes

in regard to their particular assignments withinhe school

district and as cooperative members of u team.

Cohesiveness. Members, should feel a part of the |
school. They want to stay with it, and haye a chance to |

* JAMES J. ‘TUNNEY is acting supcri}uergl«nt.

ing in that it is growing, developing and changing rather ..
than following routines, repeating previously accepted
procedures and striving for conformity.. If there is re- i
newal, difference is seen as interesting, to be cherished. .
Diversity and pluralism are valued. New conditions are ¥
faced with poise. The “new” is not seen as threatening, .:g
but as something to be examined, weighed, and its value

or relevance determined.

Caring. Every individual in the school should feel e
~that some other person o¥ persons are concerned about -
him as a human being. Each knows it will make-a diffega
ence to someone else if she is happy or sad, healthy -

ill. Teachers should feel that the principal cares about
them even when they make-n;}stakcs dr disagree. And

the principal should know that the teachers, at least

tost of them, understand the pressures under which he

" do. There is also an element of believing others will ot~ ~0r she is working and will help if they can.

¥ The “founding fathers” of the positive school cli-
mate movement allowed for its growth. They encouraged
new ideas and new factors. At the January 1975,

" CADRE Conference, three additional climate factors

were introduced that describe the work ethic. Now, when
you start describing work ethics, people get very nervous.
One of the goals of schools is to prepare students for
the future which includes the ability to work. If there is
worth to work, and certainly there is, the factors that
should be included are: S

Craftsmanship. How do you fesl abo_; the quality

of your output? Over the years the most rgepected peo- .

ple were those who tgok care and pride i
They worked, and reworked, their product until it was

‘“the best that they could do.” They were true crafts-

persons. - ' +

’ Responsibility. Do you feel a sensé of obligation to
your fellow studehts, to your teachers ot your paren%

This can also be appligl to any occupation by aski

v,
e s

their work. ..y
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Do you.feel a sense of oBligation to your tellow workers,
A . * . : o
to your empluyer, or to the consumers who will eventu«
ally purchase the goods -or services yQu produce? We

Beilflower Unified
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School DU{!{'- _ ~ **alk” alot abou

t respongibility, we “preach” responsic
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_ment, he or she is a pretty worthy person. .

. . . 57
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hitity to students. but do we really give young people
chanves to be responsible? ,
Commitment. Do vou keep the agreemepts you make
with other people? It is easy in today’s ever-changing,
fast-moving society to be "uncommitted.” Setting goals

S

and seeking goals seems a bit antiquated to today's “jet

set.” It appears to be easy for people to~"slip out of”
their commitments. Yet, a positive school climate ought

to be based on people keeping their agreements with

each other. : ‘
. 1F@ person can do these three things, be a true crafts-
man, have sone re.\ponsibility\and a.sense of conunit-
Additional climate factors,to be included in an ever-
growing list ought to include: _
Integrity. Dr. Ron Brown, University of Minnesota, -
defines integrity as people who are either “straight-

liners™ or “loopers.” He says, ask a'straight-liner a ques- _ ' )
P Y § 9 - be secure enough to ugcept change as a friend and not

as an intimidating enemy. A positive climate is of

tion and you get a straight answer. Ask & looper a ques-
tion and you don't get a direct answer. Tt doesn’t mean
that “loopers” lie, it just means they hold back some of
the truth. Getting honest answers from people, e.g.,
students-from-teachers, is paramount to the operation

of a positive school climate. :
Reason and Falrness. Relationships with people, es-

pecially students in a learning environment, are depend- .

ent not only on honesty but on the belief that the authori-
tarian figure has thought through the problem, carefully
and weighed all alternatives before making a decision,
As one wag said, “Justice always happens to the othet
guy.” It is incumbent upon thos¢ in schools to work at
being fair to each person and taking the time to help
that person (student) believe that she was dealt with
fairly. : : ,

Empathy. The difference between *“good and bad”
teachers correlates highly with a teachers’ capacity to
use their knowledge rather than' the knowledge content
itself. A high level of empathic understanding makes a
positive difference in the classroom. Carl Rogers defines
what he calls \'‘empathic understanding” as:

“When tthehérapist-is sensing the feelifig and perso-
nal meaning which the client is experiencing in each mo-

© mgnt, when he can perceive these from “inside,” as they

14
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seem to the client, and when he can successfully com-
Mugicate something of that understanding to his client,
then this- (empathic understanding) -is being fulfilled.”.
(Rogers, 1967)

The general thesis is that a teacher’s awareness of
the students’ feelings is an important factor in develop-
ing and maintaining a’positive classroom climate. The -
goal, of course, is not merely to make teachers more
¢mpathic but to help them to use this empathic under-
Standing as an effective technique in the classroom,

N
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“THE IMPORTANT THING IS THIS —
TO BE\ABLE AT ANY MOMENT

TO SACRIFICE WHAT WE ARE
FOR WHAT WE COULD BECOME."
' , ~Charles DuBois

”

Change is not an easy process. Each of us is com-
fortable with him/herself when we “attain’” what we
want. When that level of aitainment becomes comfort-
able, we become secure. Change, therefore, threatens
our security, threatens our power and threatens"our\ad-
jusiment. The ethics of the past have taught us that jt's
important thgt we are powerful, secure, and God knows
it's impOrtan? to be well-adjusted. The curious paradox
tojthis is that those same secure, powerful, well-adjusted -
pepple want to grow-— want to get better. In order to
da that (grow), however, we have to change; yet, we are
threatened by change. The important thing it seems, is to

rime
Nt

importance in considerifig change.

“The climate of an organization is the first and fore- -~
most impqttant concern in initiating and sustaining .

change. People simply do not change in a threatening
atmosphere — they become defensive and entrenched.
They may 'change suriucc behaviors — conform-recejve
and respond atgthe iowest level possible and acceptable
to the powers ’t_hat be; but attitudinal change and sub-
sequent behavioral change must be preceded by percep-
tual change. This implies a willigness to accept pew in-
formation. It is here that the stage for change is set.””

(Henry M. Brickell, 1962) A .

To establish positive climates fn our schools is The
Challenge. “The important thing is this: What are '”YOU
doing about meeting that challenge?” O

-

N ' - "

NEW LOOK TO THRUST ~ -
' Book reviews and short humorous antidotes about
education will now be included in THRUST. The Edi-

4

s

interest readers. , /

’

We are now encouraging submissions of those items. -

Book reviews should deal with material on educa-
tion, be not more than two type-written pages, double
spaced, and discuss bodks recently published.

The humor pjeces shpuld not be longer than two or
three paragraphs and deaNspecifically with education.

Both can be submitted to Lew Armistead at the

Burlingame office, 1575 Old Bayshore Highway, Bur- -
lingame, CA. 94010.

. a

.- »

torial Advisory Board decied to test this new approach ~
this year in hopes of presenting materials that ‘wil)/ -
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SCHOL@RS hold that in a dy-
samic, pluralistic society such as the one in
n!xich we live, change is one of the few
‘Ilimsals Institutions such’ge~the “public,
y;bool are creations of society and came into
j‘uistence to serve a particular or special role.

" Current unrest on the campuses of hoth
¥izh schools and universities across the land
adicates, among other things, that all js not -
“wel] with the du'cauonal program currently
L3
* ‘I existence. qfuestions before us are:
*ow does one- bring about change in an
tt.uuzaUOn and are there ways and means
of bringing about planned, deliberate, ra-
* . %mal change by evolutlon rather than revo-

PRSP

~ \lation?”

y’KAny significant change i} education will
ated closely to change in. people—teach-
)0!, upils, and administrators. Further, it is
:, {ed that change in perception s basic
behavioral change, change in the way each
"ﬂeincumbent views himself, Basic to all of
concems is the question, “What is the
#oper role of the public school in this so-
:Many organizational changes are in
*today, -for example, team teaching,
taagrading, independent study, flexible
Jxeduling, and’ computer-aided mstruction
. "Mﬂl‘» each of, these so-called “trends” is .
"Metely gn attempt to tndividualize instruc-
mmnd will not &hange‘ a teacher with g.. |
- tedtraditional perception of his role as
,Eller .the child'S\role as a sponge, 'nd

\ ‘ LI v
LA .
\ ) ’ ’I‘

m""ty 1970 -’
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the school’s role as conveyer of knowledge

and the cultural heritage.

‘ The Change Modél .

A model should be viewed as: (a) a

means for synthesis cf related parts; and (b)
a theoretical basi: tor decision making.

The model presented in Figure 1 is a
synthesis of ideas froin social psychology and
sociology, as well* as the- writer's own
thoughts. It includes the elements of orga-
nizational climrate; disequilibrtum; input al-

. ternatives; selection and adaptatieh; t#ial and

evaluation; and agoption, rejection, or re-
vision and trial. The latter three phases may

- well be viewed as somewhat parallel to cur-

riculum planning, curriculum design, cur-
riculum 1mp1ementation
evaluation?

This particular model is essentially con-

cerned with the specific topic of change, how-

ever, and does not include the totality é£ cur-

riculum development, Hlstorical philosophi-
- cal, psycholggical, and sociological consider- .

ations would certainly enter,into the picture

in selection and adaptation, while design fac-

tors would be of much concern at this point.

The model shoyld be vi rci'wed then, as prelude

to fpll-scale curriculu development

* iz* Dale Daak Assistant Dean, College of Edu-

-cation, University of Tennessee, Kr}qxvillq .
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‘Jollowing is a. description of each of

the gategories depicted in the, model.

* Organizational ‘cnn'wfto

The climate of-an organization is 'the

first.and most important concern in initiating
and sustaining change. People simply do not
change in a threatening atmosphere—they

become defepsive and entrench. They may .

change surface behaviors—conform—receive

and respond at the lowest level possible and

acceptable to the powers that be; but atti-
tudinal change and subsequent behavioral
change must be preceded by perceptual
~change. This implies a willingness to accept
new information! It is here that the stage
for change is set, ‘ !
It appears that climate is often heglected

by status leaders in their eagerness to move
the ofganization toward a predetermined
goal. To do this.is to neglect the fact that

organizations are peopled and can accom-

plish goals only through people. People have
needs and ways of disposing of those needs
‘which must be given priority in organiza-
tional development. Organizationﬂ climate

Organizational

VA Y , '
always exists. It is not either absent or prg
ent. It is good or bad, qpen or d
supportive or not, authoritarian or d

- cratic, perhaps more frequently amblval%

.
[

AL

R R

Regardless of its state, it exists. They
¥ first to define it and theén bring the
mate into a state of readiness or openney
for the objective examination and selectfe

4 .

e ad

of alternative approaches. Too, freqmg:{ -,

status leaders assume that there is a r
ness or openness for change, while more
often this proves to be a false assumption. .
A significant aspect of organizational ¢ii}
mate relates to goal formulation. Soclaf
psychologists repeatedly have documented:
that_cohesive groups have well defined goals;
"In-fact, by definition groups do not exist fas
the absence of goals. Without well, define i
goals there exists only a collection of indi
viduals, perhaps each of whom is spending:
much effort and energy in meeting individuaii
goals which may either be in conflict orn; -
‘harmony with other goals. "This is nott'ni_c’i
-say that there is not a place in an organiza»
tion for individual goals. Rather, the im-
plication is that if institutional- goals are
identified in operational terms, personal and

Climate

v
3 .

- ' | Organizational Goals ) . .

—7

Are you satisflad with ... ? %
What are the aiternatives? -
Why? ’ & '

Are you cémptotolv satisfied wlm...,?;. B

i3y s

Leadership Style .

Sel-Worth of Indlvidual

Input

®
)

Alternatives
«(information
sources)

' s
! . v ' , "

-

Why don’t you visit . . . ? _
Would you be interastad in this confexgnce onsra!

What consultative help could we uss for the In-service prog m this ysx) >

Adoption or

' ro | Rejectiop or :
< s".‘rféw" - . > »J,'.’fdﬁ’,’;’,, . Revision + Tria
(N ' Adaptation - ‘ g
) ,- o
N o -
. - N
) "~, . Flgure 1. Organizational Factors Related to Change
\ . : : L . ;
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itutional needs may be fdgerved .congur-

adv. Clearly, the extent to which there is

ngruence'of organizational and individual

aalsisa 'd_ii'él't‘ Yeflection Of the health of the -

crzanization. ' '
- Leadefship is a dimension which is cru-
¢ial in~'cfé()el()pme:nt of a climate foi* change
.or, perhaps better staled, a climate for open-
pess—openness to examine objectively the
glternatives. Guba and Getzels * suggest that
sthé-primary role of a status leader is tQ bring

iibout a blending of the institution, its roles,
_ " and expectations with the individual, his per-

‘sonality, and needs disposition. Such a lead-
‘ership style “denies that organization® and
‘individual are natural enemies. It suggests

":_;hat ultimately organizational goals can best
- :be accomplishied through self-actualizing in-

Bividuals. :

% Two additional concerns complete the

‘primary ideas related to organizational cli-
-mate. These two ideas, morale and self-
worth of the individual, are closely Interre-
lated. Anindividual cannot have high morale
in an organization unless he feels that he is
a worthy, contributing imember of that orga-
“nization. This suggests that roles and insti-
wtional expectations toward .that role must
be made -explicit froin the outset and that
individuals must be allowed the freedom or
opportunity to fulfill a role in which he is'
most competent. Such freedom places the
responsibility to become a contributing mem-

.. ber of the group clearly in the hands of th

JAndividual. ) _ :
‘At maturity, self-worth derives -essen--
tially from interaction with others, so inter-
actve gituations must be abundant. This,
‘together with the fact that persons who are
‘valued members of a group feel much greater -
cohesiveness for that group, activates the
{process whereby individual and group goals
becon.. somewhat congtuent. Cohesiveness
jresults in the openness that can lead to re-
:sponsible activity in examining alternatives,

-iwhicl eventually produces organizational

‘change. Mora ¢ may well be defined as agreé-
‘ment with goals,: a positive feeling about in-

... 1Egen G. Guba and Jacob W. Getzels. “Social

‘Behavior and Administrative Procesp.” The. School
‘Review 65: 429; Winter 1987, S

“January 1970 ‘ SR

A Aot
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y
L]

_stitutional roles and expectations, and self-
worth. Guba and Getzels * add another di-
mension which they refer to as rationality—-

the extent to which an individual is in agree- -
_ment with the means being used for goal
T

attainment, "

‘ These factors then determine organiza-

tional climate: ‘goal definition, leadership

style, morale, and selfavorth, They must.re-

ceive prime attention in planning for change.
S Disequilibrium

\
\ ) -

The emphasis in the climate stage of .

organizational development is upon people.
The emphagid-in the disequijibrium stage is
upon organijzational goals. It is essentially

one of problem identification, for out of prob-.

Jems identified come the ideas and commit-
_ment for goal setting activities. If the climate
has become an open one, then people can

candidly identify problems without fear of
misinterpretation or reprisal. And problems -

must be, identified in view. of established
goals. “Hipy well are we doing what we have
specifie

" we falling short of the target goals?”
This suggests rather. strongly that prob- .
“lem identification comes from goal evaluation .

and this conclusion is essentially correct, as
program development, progresses. Yet what
are the sources of problem identification -at
the outset? Hopefully, problem idemtification
activates alternative-seeking behaviors. If
so, then any point of departure would appear

' to be apprapriate: It is believed that persons’

‘teng to follow a “hierarchy- of needs” ap-
proach, somewhat related to Maslow's ideas,
in the identification of problems. That is, a
person will first identify -as problems hose
“other” oriented things—physical concerns—

before he will identify problems related to .

himself, the program, and the implementa-
tion of program. | o

Perhaps this approach, moving from im-
personal to personal concerns, from micro. to

macro views of problems; may be explained

in the same way we would explain the séarch-
ing, probing, testing of the antenna of the

insect. A person may sense: that the climate

2 Ibid.

- 369




‘ he orgahization is such that hp may very

dditional, more objective dat;& ina
ncm-t.eatenlng domam ’those

.‘. stage, then, is one of helplng people

Sfbrities—and in seeldng a;lter@iw modes

K4

quhainlng Cycle -

What remains is more typical of the

ge process. Frequently the climate and

y disequilibrium stages are omitted or
atus leader has identified problems

Salutions to these problems for the organiza-

o pn and begins therhange process with an

sitempt to input alternatives. He wonders

eivhy this {pformationr or these attempts, to
@ new information into the system

P ed\possible ariswers to questions_that. do

4, is the)awareness stage, that is, aware-
[ -of .a' wide range of alternatives. The
. ek ding of information related to the solution

,.-' L 43 a point of depagpure. Creative activity

@aw o7 . *

oc.b_i COPY AVAII.ABLE |

..*‘ p

search for alternatives.” He may yant .

ugmlly given consideration—in the -

en only incidental treatment. Often the

R4S What has happened is that he has sup- .

‘ ‘7 ‘Once need is identified, a rather auto-
Ratic s ves, The —end the search? Oris this the tdea thatwﬂi——— ------ —
- -open anotHer intellectual door of clarity and. - -

ntly results from’ mteraction wu.h the

jdeas ofedothers.
alternatives re
either in cho¢

Selection from among
in creative action,
e appropriate parts and

_synthesizing thése parts into a composite or
~ in the originadon of a completely’ new con-

cept. - !

. - Steps which follow are trial, evaluation, °
dnd adoption or revision. Frequently, educa- -

tional innovations are evaluated in contrast
with the traditional approach which has been
utilized. The assumption inherent in this

" -approach is that the innovation will do every-

thing done by traditionial approach—better,
and that it will do other things {n addition.
Perhaps a superior approach is tolvaluate an

ward " end are then functional for both

-diagnostic and summary evaluation purposes.

The model described has the unique
feature of basjc and initally strong consid-
eration for organizational climate. Thisgeli-

mate is the cornerstone for educational

change. It provides the openness which al- .

lows psychological digequilibrium rather than, .

defensive behavior Without a supportive cl-’

' mate%puc time and effort will be spent in

buildifg figh walls of defense, always to
view alternative approaches to status quo-as

~the enemy. What is desired instead is an

openness anghthe courage to admit that clear,

pat answers to highly complex issues do not

now exist.

With this admission comes the challenge
to examine other approache$. And in search-’
ing lies the excitement of teachiny that
makes ‘one’s pulse pound and tempts pne to
shout, “Eurekal” Is this the idea that will

insight which leads us still further on a jour-

ney which is, perhaps, never ending so long
. as professional life is with ug? '
speciﬂc problem(s) under study. =

. What is youy “climate” for change? Can
yoy live with uncertainty? Or does ambiguity
“bug” you to the point that you must freeze-

. in an idea or practice so rigidly that you are
"..not psychologically comfortable -enough to

periodically’ submit that idea for examina-
tion -and appraisal? Can education /ﬂord
such a luxury? 0O

..M

S Y 4
v

innov n light of the specifi}d goals or
objeg f the project. Data céllected to-

)

N
s
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2. Analyze problem

3. Generate: multiple solutions
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5. Forecast  consequences
6. Take action !

7. ,Evalvate  action




